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CHAPTER 1. 
INTRODUCTION 
Statement of Problematic 
The rapid growth of con^lex organizations is one of the 
distinguishing characteristics of modem societies. Deliberately 
planned formal structures appear imperative to the satisfaction 
of most human needs auid interests in these societies. Almost 
everything social is in some way affected by one or more formal 
organizations (Etzioni, 1964:1)o Major technological, ecological, 
and social changes have resulted in organization societies in 
which there is greater dependence upon formal, impersonal relations 
between people in many areas of human relations. The decline in 
the agraricin way of life has been accompanied by complex patterns 
of industrial-urban living. In the past, the Gemeinschaft environ­
ment facilitated a preponderance of interpersonal relations based 
on intimate feelings and a high degree of informality. The pres­
ent trend is toward a more Gesellschaft environment in which inter­
personal relations are increasingly formal, Both rural and urban 
segments cf the population aire being affected by this dominating 
trend. In modern societies, emphasis on sentiment appears to be 
less important than en^>hasis on such factors as contract ajid ra­
tional calculation. One of the best sociological illustrations 
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of these chamges is the phenomenal increase in the number and 
complexity of formal organizations. 
Sociological interest in formal orgemizations can be traced 
to the founding of the discipline in the nineteenth century. How­
ever, one of the first persons to produce a classical work explain­
ing the trend toward increasing rationality and greater orgaaiiza-
tional conplexity was Meuc Weber (1947:329-341) whose discussion 
of bureaucracy did much to capture the attention of students of 
formal organizations. His ideal type bureaucracy provided the 
conceptual framework upon which many studies of formal organiza­
tions have been based. Weber was particularly concerned with 
patterns of authority auid the rational aspects of formal orgainiza-
tions. For some writers, Weber's es^hasis on the rational and 
formal aspects of humain behavior has become the basis for criti­
cism (Mouzelis, 1969:38 and Gouldner, 1965:402-404), They argue 
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devoting insufficient attention to informal groups found within 
formal structures. Another criticism has been directed against 
his assertion that the goals of formal organizations are delib­
erately planned, that is, Weber failed to stress the unplanned 
cuid irrational aspects of such organizations. In addition, Etzioni 
(1961:xiii) says Weber's model of bureaucracy places too much em­
phasis on the similarities of formal orgsuiizations and too little 
enphasis on how they differ. 
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A common characteristic of all formal organizations is their 
focus on the achievement of goals. Yet, there axe divergent per-
^ectives concerning the nature of goals. For instance, writers 
such as Etzioni (1964) stress the primacy of goals in keeping 
the organization intact, while writers such as Hall (1970:3) 
argue that goals may at times constrain orgamizational activ­
ities. Etzioni (1964:5) says: 
Goals also constitute a source of legit­
imacy which justifies the activities of 
an organization and, indeed, its very 
existence. Moreover, goals serve as stand­
ards by which members of an organization 
and outsiders caai assess the success of the 
organization — i.e., its effectiveness and 
efficiency. 
In spite of the diverse perspectives concerning goals, much has 
been written about organizational effectiveness in terms of the 
achievement of formal goals. However, there is a paucity of 
empirical studies of orgaoiizational goals, as well as or garni za-
tional effectiveness. Furthermore, the research findings tend 
to be inconsistent. 
Most of the writings on organizational goals and orgamiza-
tional effectiveness have been published since World War II (For 
exanple, see Comrey elt al.. 1952; Georgopoulos and Tannenbaum, 
1957; Etzioni, 1964; Hall, 1970; and Perrow, 1961), Ghorpade 
(1971:173) says studies of orgainizational goal;, have been treated 
in a cursory and simplistic fashion. Prior to World War II, stud­
ies of formal organizations tended to stress the psychological 
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aspects of participation in orgaoiizations, auid little attention 
was given to such topics as organizational goals and organiza­
tional effectiveness (Blau, 1962:289). According to Blau (1962: 
289), "Empirical research eîqplicitly oriented to problems of 
bureaucratic organization began to appear only sifter World War 
II, primarily in the form of case studies, such as Selznick's 
study of the TVA and Gouldner's study of industrial bureaucracy." 
The primary concern in this dissertation is with orgamiza-
tional effectiveness. Therefore, some attention will be given 
to the nature of organizational goals. The need for empirical 
studies of organizational effectiveness is explicit in the works 
of many writers (e.g., Georgopoulos and Tannenbaum, 1957; Mahoney, 
1967; Yuchtman and Seashore, 1967; Ghorpade, 1970; Mulford et al., 
1972; and Price, 1971). Organizational effectiveness is am area 
in which students of formal organizations encounter many problems. 
A major problem involves decisions concerning the criteria of ef­
fectiveness to be used, that is, whether effectiveness should be 
defined solely in terms of the achievement of formal goals or 
whether other factors should be included. Even when goals are 
used as criteria of effectiveness other problems remain. Orga­
nizations achieve goals with varying degrees of effectiveness= 
The goals are not always clearly defined. Another problem is 
the measurement of goals. The measurement of goal attainment 
or the degree of productivity in organizations with intangible 
goals is difficult. Warner (196%:41) and Seal (1971) see this 
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as a problem which has long been neglected by sociologists. 
Related to this is the problem of distinguishing between dif­
ferent kinds of goals. For instaince. Per row (1961:855) dis­
tinguishes between official goals and operative goals. Both 
types of goals may be found within the saime organization, but 
they are not identical indices for the evaluation of orgemiza-
tional effectiveness. 
Many criteria of orgaaiizational effectiveness have been 
delineated, but there is a lack of consensus cunong researchers 
concerning the usefulness of some of these criteria. Prior to 
the sixties, there was a tendency to exaimine only a limited 
number of variables as measures of effectiveness (e.g., produc­
tivity, profit, the number of clients served, or the number of 
services provided) without considering the broader aspects of 
the organization which enhcmce its ability to persist as a 
viable unit. Georgopoulos aind Tauinenbaum, (1957:534) point out 
that many researchers still choose ^  priori criteria of effec­
tiveness that seem intuitively right without trying systemat­
ically to place them within a consistent and broader framework. 
This may result in distorted conclusions regarding effectiveness 
in the orgainizations being studied. 
The exclusive use of formal goals as the only basis for the 
evaluation of effectiveness appears to inappropriate for most 
formal organizations. This is one reason traditional organiza­
tional theory fails to provide em adequate perspective from which 
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to assess the effectiveness of both goal and nongoal activities 
of organizations. The overemphasis on goal attainment may neg­
lect other essential aspects of organizational effectiveness. 
Traditional theory tends to overlook the supporting (interme­
diate) goals that must be achieved in the attainment of ulti­
mate goals. 
Many researchers who study organizational effectiveness 
do not clearly specify their primary unit of analysis. They 
do not indicate whether their unit of analysis is individuals 
or a total or partial organizational system. To mix units of 
analysis csoi have serious research consequences. Researchers 
should clearly delineate and specify in advance whether they 
are studying individuals, a segment, or the entire orgainiza-
tionail structure (Ghorpade, 1971:173). This dissertation 
focuses on a segment of local farmer cooperatives. 
There have bssn relatively fsv: studies of organizational 
effectiveness of farmers' organizations. Rural sociologists 
have conducted many studies of farmers' organizations since 
the turn of the century, but these studies have focused on 
aspects of these orgamizations other them orgaoiizational ef­
fectiveness. For example, one study by Seal (1956) focused 
on farmer participation in cooperatives. There appears to have 
been little specific interest in the evaluation of effective­
ness in early studies of farmer cooperatives, even though these 
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organizations have existed in this country since the early 
nineteenth century. Bohlen (1955:11) has stated, "Farm co­
operatives are aonong the least understood of all rural organi­
zations. (Yet) about 90 percent of all Iowa farm families are 
paurt owners of one or more cooperatives." This dissertation 
focuses on organizational effectiveness in farmer cooperatives. 
Most formal orgainizations are subject to some kind of ef­
fectiveness evaluation. They may be evaluated by internal, 
external, or a combination of internal and external actors. 
The challenge to formal organizations to be accountable and 
produce evidence of their worth is becoming increasingly in­
tense. If social scientists are to inçjrove their contribu­
tions to the understanding of formal organizations and their 
effectiveness, they must scrutinize the conceptual and empir­
ical gaps found in existing models and research techniques. 
There is need for a conceptual frsjaework which takes into 
account the differences between various types of organizations. 
Thus, writings by Etzioni (1961), Mulford et al. (1972), Dill 
(1965:1105), and others call for comparative research. 
Findings from past empirical studies of orgemizational ef­
fectiveness "show numerous inconsistencies, aind are difficult 
to evaluate and interpret, let alone compare (Yuchtman and 
Seashore, 1967:892)." Perhaps one reason for the inconsisten­
cies is the fact that most studies of organizational effective­
ness have been highly eclectic and highly descriptive. Another 
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possible reason is the failure of researchers to take into 
account the differences between various types of orgamizations. 
The problem may not be the lack of sociological models of orga­
nizational effectiveness, but, rather the failure to reconcile 
salient aspects of existing models. 
Increased attention has been given to the study of orga­
nizational effectiveness in recent years, but few researchers 
have tried systematically to combine and compare aspects of 
different models. For instance, research has focused more on 
the official goals of organizations while neglecting other 
important aspects of effective orgamizations. 
The use of formal goals as exclusive organizational eval­
uation criteria has serious limitations. An orgaoiization can 
achieve its goals at one time without being able to attain any 
of its goals at a later time. Conceivably, some organizations 
have ceased to exist at a time when the attainment of offici­
ally espoused goals was at its peaJc because of the inability 
to cope with the internal stress and strain that exceeded the 
tolerance limits of the organizations themselves. 
Thus, empirical research on organizational effectiveness 
is confronted with many problems. Some of the problems are 
caused by the nature of organizations, while others are found 
within the social science disciplines. Warner (1967y:3) says 
two of the most immediate problems impeding research on orga­
nizational effectiveness are (1) the nature of the goals of 
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formal organizations and (2) the kinds of decisions made by 
the researcher. He implies that the complexity of goals, 
especially intangible goals, often influences the decisions 
researchers make. As a result, the decisions of researchers 
may effect the findings emd the comparison of findings with 
those of other studies (Weirner, 1967^:4). 
This dissertation is esqsloratory, in the sense that the 
writer attempts to evaluate the effectiveness of farmer co­
operatives by using data from a 1966 study. In conjunction 
with this, the writer explores alternatives for evaluating 
organizational effectiveness in a subsequent study. 
Dissertation Objectives 
This dissertation has two general objectives. They are: 
1. To review basic models proposed for the evaluation 
of the effectiveness of formal orgainizations. 
2. To investigate the utility of a selected model in 
the evaluation of the effectiveness of am economic 
organization. 
The specific objectives are: 
1. To investigate the feasibility of the social system 
approach to evaluate the effectiveness of local 
fcirmer cooperatives in Iowa. 
2. To identify specific problems of empirical research 
on the effectiveness of farmer cooperatives as economic 
orgemizations. 
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3. To provide a sociological guide for use in more 
comprehensive future studies of the effectiveness 
of farmer cooperatives. 
^proach Followed 
This dissertation attempts to bring together selected 
aspects of research on formal organizations. The approach to 
be followed will incorporate substantive sociological concepts 
derived from organi national theory grounded in structural-
functionalism. Traditional theories of formal orgainizations 
were centered around the ideal types that characterized Max 
Weber's concept of bureaucracy. While studies that follow 
the conceptual framework of Weber have made some contribu­
tions to the under stem ding of certain aspects of formal 
organizations, they tend to present a monistic view of the 
total organization. ConssquGntly, an atte22.pt is made to 
follow an approach which directs attention to more them just 
the attainment of official goals. 
Whereas Chapter 1 has been devoted to a discussion of the 
problematic and objectives, chapter 2 presents a brief discus­
sion of the origin, growth, purpose, and structure of farmer 
cooperatives in the United States. 
Chapter 3 presents the theoretical fraumework to be fol­
lowed in the derivation of the hypotheses to be tested. The 
focus is on selected models and methods followed by researchers 
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in eairlier studies of organizational effectiveness. Special 
attention is given to the problems encountered by past re­
searchers in the selection aoid measurement of effectiveness 
criteria. The conceptual framework is grounded in structur-
al-functionalism. Following this perspective, farmer cooper­
atives. are viewed as social systems. As such, effectiveness 
is defined as a relationship between selected social processes 
(recruitment selectivity, socialization, and communication) amd 
four functional problems which must be solved by all social 
systems. Chapter 3 also considers the influence of three inter­
vening factors upon effectiveness, nauaely, orientations, means, 
and ends. The three selected social processes, borrowed from 
Etzioni (1961) form the independent concepts; and the four 
functional requirements of social systems used as the criteria 
of effectiveness are taiken from the works of Parsons (1956c). 
A total of five general and eighxeen specific hypotheses are 
stated in Chapter 3. 
In Chapter 4, an explanation is given of the methods and 
procedures used in the collection, handling and analysis of the 
data. The data are selected from a comprehensive study of local 
farmer cooperatives conducted by sociologists at Iowa State 
University in 1966. The research was supported by the Iowa 
Agricultural and Home Economics Experimental Station in cooper­
ation with the Tennessee Valley Authority, Funds were also pro­
vided by the Farmer Cooperative Service, a division of the United 
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States Department of Agriculture. The research, Project 
Number 1626, was coordinated by Dr, Richard D, Warren, Dr. 
Warren was assisted by Doctors George M. Seal and Joe M. 
Bohlen. All are sociologists at Iowa State University. This 
dissertation analyzes selected data by meams of a conceptual 
fraanework different from the one followed in the design. Chapter 
4 also discusses the limitation of the data. 
Chapter 5 presents the results of statistical tests of 
the hypotheses. The data are analyzed statistically by means 
of zero-order correlations and multiple regression. 
While only brief comments are made about the findings in 
Chapter 5, Chapter 6 is devoted to a general discussion and im­
plications of the findings. No atten^t is made to exhaust the 
number of possible implications. 
Finally, Chapter 7 gives a brief summary of the preceding 
chapters. 
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CHAPTER 2. 
FARMER COOPERATIVES 
Introduction 
As stated in the objectives, this dissertation deals with 
formal organizational effectiveness and the testing of hypotheses 
related to orgainizational effectiveness. The empirical referent 
for the dissertation research are Iowa farmer cooperatives. 
Therefore, it appears to be relevcint to present a brief discus­
sion regarding the growth aind importance of farmer cooperatives, 
along with a few general comments about their purposes and struc­
ture. This should allow a more logical and meaningful reference 
to cooperatives throughout the dissertation. A more detailed 
discussion of specific aspects of cooperatives directly related 
to the concepts used in this dissertation will be presented at 
appropriate points in the dissertation* 
Meaining amd Inporteince of Farmer Cooperatives 
Farmer cooperatives are a special kind of corporation 
established to meet the economic needs of farmers. They differ 
from corporations in three major respects. According to Smith 
(1953:527), farmer cooperatives (1) usually adhere to a one man 
one vote principle, (2) "their fundaumental purpose is more effi­
cient service rather than the securing of profits; and (3) earn­
ings are prorated to members and patrons according to the aimount 
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of business transacted with the (cooperative)»" Approximately 
one fourth of all farm commodities in this country are marketed 
through farmer cooperatives. The member-patrons also use these 
orgamizations to purchase a sizeable quantity of the production 
supplies and equipment needed for their business (FCS, 1968:7). 
The importance of farmer cooperatives can be seen in the in­
creasing membership in these formal organizations during recent 
decades as well as increases in the monetary value of products 
handled cind services provided. For exaonple, the gross business 
volume hem died by farmer cooperatives during the fiscal year 
ending June 30, 1969 was 22.7 billion dollars. This was a 2.1 
percent increase over the previous year (FCS, 1970:vi). 
Profit-making for the orgeuiization itself is not the pri­
mary reason for the existence of farmer cooperatives. Accord­
ing to Roy (1964:27-28): 
The primary purpose of a cooperative is to 
make a profit for its patrons or users of 
the cooperatives, not for its investors. 
The members of a cooperative serve them­
selves. They are both owners and users of 
the service. 
In a sense, farmer cooperatives may be classified as rural vol­
untary associations in which the membership is based on economic 
motivation (Taylor and Jones, 1964:394 and Voorhis, 1961:106). 
Not only aire economic needs met by farmer cooperatives, but they 
also form in^ortsmt communication, educational, aind bargaining 
functions for their member-patrons. 
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Development and Growth of Farmer Cooperatives 
Formally structured farmer cooperatives first appeared in 
the United States around 1810 (Nelson, 1952:175). The early 
organizations were few in number, widely dispersed, and they 
lacked the diversity of some of the present-day farmer coopera­
tives. For the most part, the period prior to the Civil War 
was one of slow cooperative growth. After the Civil War, there 
was a gradual increase in the number of cooperatives, but the 
most rapid growth and development of farmer cooperatives oc­
curred between the last decade of the nineteenth century and 
the second decade of the present century. Since that time the 
number of cooperatives has been steadily declining, but the 
membership in these organizations has continued to increase. 
Like all social systems, farmer cooperatives have had to 
adjust to the external environment in which they were located. 
Tney have been affected by the major eccnci^iic, social, and polit­
ical chcoiges taking place within the country, as well as by prob­
lems and developments within the organizations themselves. To 
illustrate the former. Smith and Zopf (1970:426) cite the serious 
economic reverses in agriculture at the turn of the century which 
led to rapid increases in the number of farmer cooperatives es­
tablished in this country. They state that "the cooperative 
movement took on a new life, gained momentum, underwent a funda­
mental change in outlook and objectives, auid developed into a 
large scale undertaking." 
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Abrahamsen (FCS Bulletin 1, 1965:50-51) describes the 
chronological development of farmer cooperatives in the United 
States this way: 
The first period, beginning shortly ajfter 1800 
euid ending about 1870, was one of experimen­
tation; the second from about 1870 to about 
1890 resulted from early encouragement by gen­
eral farm organizations ; the third from around 
1890 to 1920 saw the rapid organization of busi­
ness cooperatives; the fourth from 1920 to 1933 
was characterized as orderly cooperative market­
ing; the fifth from 1933 to 1945 may be described 
as one emphasizing sound business principles; aind 
the sixth from 1945 to the present (1964) is 
characterized by adjustments to profound national 
amd international events affecting agriculture. 
This last period is marked by growth, diversifi­
cation, integration, consolidation, and modern­
ization . 
Farmer cooperatives have become big business in the United 
States. Farmers join and pairticipate in them for different 
reasons. They join cooperatives as a cooperative endeavor by 
which they market their products, buy their supplies, and pro­
vide a wide range of basic services essential to the adjust­
ment to diverse chcinges occurring in present-day agriculture 
(FCS J 1965:2). Cooperatives enable farmers to more effectively 
satisfy their economic needs, so they may be appropriately 
classified as economic organizations. Slccum (1962:399) suggests 
that farmer cooperatives contribute to the maiximization of the 
income of individual members, but profit-making does not appear 
to be the goal of farmer cooperatives per se. 
Farmer cooperatives are not all alike. They differ in such 
ways as size, area served, type of membership, legal status, and 
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the type of products handled ^CS , 1965:10-13). For exaimple, 
the research focus in this dissertation is on local farmer 
cooperatives which specialize in grain heindling and market­
ing, farm supplies, and related services. Local cooperatives 
provide services in the local area or community, a county, or 
even several counties (PCS, 1970:27). As stated previously, 
the member patrons are individual farmers who join the organi­
zation voluntary. Local cooperatives perform a limited number 
of first steps involved in marketing, and they may or may not 
be affiliated with any other cooperatives. Unlike local co­
operatives, regional cooperatives serve districts consisting 
of a number of counties, or, in some cases, a number of states 
(PCS, 1970:27). Regional cooperatives may be federated, con­
sisting of two or more local cooperatives; or they may be cen­
tralized cooperatives serving multi-county areas. They may 
also be a combination of federated and cenxralized cooperatives 
(Roy, 1964:299). 
The number of farmer cooperatives in the United States 
declined between 1967 and 1969, but cooperative membership in­
creased during that period. A survey by the Farmer Cooperative 
Service in 1967-68 identified 7,940 marketing, farm supply, and 
related services cooperatives in the United States. A similar 
survey in 1968-59 identified 7,747 cooperatives. During the 
period covered, membership increased from 6,363,555 in 1967-08 
to 6,445,410 in 19Ô8-09. -Much of the decrease in the number of 
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cooperatives was caused by a continuing reorganization trend in­
volving merger, consolidation, and acquisition (PCS, 1970:1). 
Iowa ranks second in terms of the number of farmer coop­
eratives in the United States. The only state with more farmer 
cooperatives than Iowa is Minnesota. Minnesota had 950 cooper­
atives in 1968-69, whereas Iowa had 486 cooperatives during the 
Scime year. In terms of membership, there were am estimated 
559,465 in Minnesota and am estimated 429,890 in Iowa (PCS, 
1970:7). The number of orgemizations given here represent those 
with headquarters in the two states. Most of these are local 
cooperatives rather than regional or national cooperatives. Ac­
cording to the 1968-69 survey by the Farmer Cooperative Service 
(FCS, 1970:3), 91 percent of the cooperatives were local coop­
eratives accounting for 65 percent of the membership, whereas 
regional cooperatives accounted for 9 percent of the organiza­
tions and 35 percent of the membership. 
The general characteristics of the type of farmer cooper­
atives in Iowa are given in Table 2.1. 
19 
Table 2.1. Number of Marketing, Farm Supply, and Related Service 
Cooperatives, and Their Estimated Membership in Iowa, 1968-69^ 
Type of Cooperatives No. with 
with headquarters headquarters Membership 
in state in state 
Miscellaneous marketing 580 
Fruit cmd vegetable 2 350 
Poultry eind poultry 
products 4 3,745 
Livestock 18 56,095 
Dairy products 79 42,820 
Sugar products 1 85 
Grain 239 127,890 
Farm supply 141 191,555 
Related service 1 No individ­
ual member­
ship 
Wool emd mohair 0 6,770 
TOTAL 486 429,350 
^Source: Farmer Cooperative Service (1970: 4-8). 
Goals of Farmer Cooperatives 
As formal organizations farmer cooperatives are deliberately 
established to meet the economic needs of farmers. The organiza­
tions are called "cooperatives", because they are characterized 
by cooperation among farmers. Farmers join these organizations 
voluntary auid cooperate in joint activities for the mutual better­
ment of each member The Farmer Cooperative Service (PCS, 1965:6) 
states that "the chief aim of farmer cooperatives is to help their 
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members promote their own economic well-being by marketing 
farm products and obtaining needed supplies and services." 
While the general aim of farmer cooperatives is the 
same, there are differences in the specific objectives of dif­
ferent kinds of cooperatives. Thus, an assessment of the ef­
fectiveness of one type of cooperative may not reveal orien­
tations, means, or goals or activities identical with those of 
certain other types of cooperatives. Yet, there are certain 
characteristics shared by all farmer cooperatives. 
Finally, the effective operation of farmer cooperatives 
in the attainment of their goals involves the coordinated ac­
tivities of three groups of people: members, directors, and 
hired managers. The roles and responsibilities of each group 
are listed below.^ 
Members. Members make some of the basic maoiagerial 
decisions v;hsn they: 
1. Adopt and amend by-laws amd articles of incor­
poration . 
2. Approve capital changes and additions of major 
facilities and services. 
3. Elect and remove directors. 
^Source: Farmer Cooperative Service Bulletin 1, United 
States Department of Agriculture, 1965:25-26. 
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4. Require officers, directors, and employees to comply 
with provisions of the articles of incorporation 
and by-laws. 
5. Participate in activities of the association and 
understand its limitations and possibilities. 
6. Support the association with their patronage. 
7. Help to finance their association. 
Directors, The directors have the responsibility to; 
1. Plan the operations of the cooperative. 
2. Determine policy. 
3. Select the manager » 
4. Represent members' interest. 
5. Raise funds. 
6. Borrow money. 
7. Select bauiks. 
8. Arrange for audits. 
9. Keep records of board business. 
10. Establish rules for guidance. 
11. Evaluate results of operations. 
12. Are legally responsible for the actions of the 
cooperative as a corporate body. 
13. See that their association is efficient and remains 
competitive. 
14. Maintain the cooperative status of the business enter­
prise. 
15. Be loyal to the association they represent. 
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Hired Management. Hired management has a responsibility 
1. Plan. 
2. Assist in policy making. 
3. Build member confidence and public understanding. 
4. Execute policy. 
5. Select, develop, amd make the best use of personnel. 
6. Maaiage the funds of the organization. 
7. Maintain adequate operating records. 
8. Build a strong organizational structure. 
9. Supervise and control operations through proper 
decision-meiking. 
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CHAPTER 3. 
THEORETICAL FRAMEWORK 
Introduction 
In this chapter an overview of literature and research 
related to organizational effectiveness will be presented. The 
purpose is to establish a sound conceptual framework which links 
the theoretical concepts with the real world problem being ana­
lyzed. The review of literature was undertaken to: (1) delineate 
more clearly the problems that impede empirical studies of orga­
nizational effectiveness, (2) acquire a broader theoretical and 
empirical perspective of effectiveness criteria, (3) prevent 
needless duplication of past research efforts, (4) avoid pit­
falls other researchers have encountered, (5) determine exist­
ing models and approaches that may be used, (6) develop appro­
priate methods for the measurement of concepts aoad the analysis 
of data, (7) assist in the formulation of hypotheses to be tested, 
and (8) gain more insight into possible solutions to the problems 
stated in the last chapter. 
Realizing the vast amount of literature with implications 
for the study of orgaoiizational effectiveness, no attempt will 
be made to summarize in detail the contents of all studies re­
viewed. Only those writings which appear to be sociologically 
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most relevant to the evaluation of effectiveness of farmer 
cooperatives will be referred to directly. 
The phenomenon to be explained is organizational effec­
tiveness in farmer cooperatives. Effectiveness will be defined 
in terms of both supportive and official goals. Supportive goals 
will be viewed as those nongoal activities emd orientations 
necessary for persistency in the attainment of predetermined 
ends. 
What and Why of Theory 
Theory is a fundamental requirement for any scientific 
research. It provides the researcher with a "road map" to guide 
his research effort. Theory is not independent of research, but 
it is complementary to research. Theory contributes to research, 
and research contributes to the building of theory and the veri­
fication of existing theories. This fact is recognized by Merton 
(1957), Blau and Scott (1S62), Zetterberg (1963), and others. 
According to Blau aind Scott (1962:8-9): 
The objective of all scientific endeavor 
is to develop a body of substantive theory, 
that is, a set of interrelated verifiable 
generalizations that account for and predict 
the empirical phenomena that caji be observed. 
For Blau and Scott, theory is both a starting point and an end 
product of research. The theoretical framework guides scientific 
research aaid suggests fruitful lines of empirical investigation. 
There are mamy definitions of theory. Theory means different 
things to different persons. Much of the present difficulty with 
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theory stems from the tendency to equate theories with taxon­
omies and models. Theories, models, and tautonomies are con­
ceptual frameworks; but they do not mecin the same thing, 
Sjoberg (1965:1) says "such terms as 'theory,' 'theoretical 
sketch,' and 'model' ajre on occasion ençtloyed synonymously, 
on other occasions with different shades of meaming," Even 
when the term "theory" is used, there is often a tendency for 
it to be defined in a vague or aumbiguous mauiner. Concepts, 
propositions, amd taxonomies are the building blocks of theory; 
but the concepts are not always clearly defined. 
Sjoberg (1965:3) defines theory as a "logically inter­
related set of 'propositions' or 'statements' that are empir­
ically meamingful, as well as to the assumptions that the 
scientists makes about his method and his data." Zetterberg 
(1965:22) defines theory as "systematically orgainized, lawlike 
propositions about society that ca^î be supported by evidence," 
Merton (1967:39) defines theory as "logically interconnected 
sets of propositions from which empirical uniformities can be 
derived." March and Simon (1958:6) state, "Propositions about 
organizations aire statements about human behavior." In this 
dissertation, theory is defined as a set of systematically 
organized, interrelated propositions that explain amd predict 
social phenomena. Again, the phenomenon to be explained is 
organizational effectiveness. 
As stated previously, the theoretical framework of this 
dissertation is grounded in structural functionalism. Structural 
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functionalism facilitates the linkage between related aspects 
of Etzioni's theory of compliance and Parsons (1956cj functional 
in^eratives of social systems. Etzioni (1964:18) asserts that 
"a well-developed organizational theory will include statements 
on the functional requirements various organizational types must 
meet." Parsons' model takes into account subsystems within a 
particular social system as well as linkage with other relevant 
social systems. 
Selznick (1948) identified several features of structural-
functionalism that contribute to the conceptual analysis of 
formal organizations. His conceptualization recognizes both 
rational and non rational aspects of formal orgajiizations. Unlike 
Weber's ideal type bureaucracy, Selznick ( 1948:27) gives more 
consideration to the unofficial norms of formal structures. 
Certain deviations from the official norms in formal organiza­
tions often take on the chairacteristics of "unwritten laws", 
and they may even become institutionalized. Similar observa­
tions have been made by Homans (1950), Blau (1968), aind ethers. 
The social system approach provided by structural-func­
tionalism allows the researcher to focus attention on organiza­
tions as structures as well as on recurring processes within 
organizations. All social systems, including formal orgauiiza-
tions, have scse discernible structure (Parsons, 1960:19). 
Structural-functionalism also directs attention to various subunits 
which are best perceived as subsystems, and they generally have 
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the same functional requirements as the larger system of which 
they are a part. For example, the national economy is a sub­
system of society; the Iowa Farmers' Cooperative is a subsystem 
of the Iowa farmer cooperatives; and there are different opera­
tional and managerial levels, boards of directors, and patron 
members that form subsystems within the local cooperative. 
Structural-functionalism introduces the concept of commit­
ment or involvement as fundamental to organizational analysis. 
It is argued that when commitment is high, actors are more in­
clined to remain with the system, whether they are satisfied or 
not; when it is low, they are likely to leave the system, regard­
less of the degree to which they express satisfaction. Broadly, 
the notion of commitment is a dimension of Parsons' concept of 
latency. However, Parsons does not devote systematic attention 
to the problem of latency. He is more concerned with goal attain­
ment and adaptationi His primary concern is with tasks instrumen­
tal to the relation of the system to the external environment 
(Mouzelis, 1969:150), 
Similar to Parsons emd Homans, Selznick (1948:29) asserts 
that, "it is a postulate of the structural-functional approach 
that the basic need of all empirical systems is the maintenance 
of the integrity and continuity of the system itself." For Selznick 
(1948:29-30), there are five generic needs essential to the main-
ten emce of social systems. They are: 
1. The security of the organization as a 
whole in relation to social forces in 
its environment. 
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2. The stability of the lines of authority 
emd communication. 
3. The stability of informal relations 
within the orgainization. 
4, The continuity of policy and the sources 
of its determination, cund 
5, A homogeneity of outlook with respect 
to the meaning and role of the organi­
zation . 
Selznick (1948:30) says these needs (functional require­
ments) are necessary for the survival or maintenance of an orgauni-
zation. This framework is quite similar to Parsons' (1956c) AGIL 
scheme which includes adaptation, goal attainment, integration, 
and latency. 
In addition to directing attention to structure amd rela­
tionships between subunits, structural-functional theory directs 
attention to the major social processes essential to the perform-
emce of specific tasks. An illustration of this is found in the 
works of Loomis amd Loomis (1961:15-16). They refer to communica­
tion, boundary maiintenajice, systemic linkage, institutionalization, 
socialization, and social control as "Comprehensive or Master Proc­
esses." They state these processes occur in all social systems 
and are major factors in the functioning of systems. They define 
the six processes in the following manner (Loomis and Loomis, 
1961:15-16): 
Communication - the process by which informa­
tion, decisions, and directives 
pass through the system and by 
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which knowledge is transmitted 
and sentiment is formed or 
modified. 
Boundary maintenance - the process by which the 
solidarity, identity, aind inter­
action pattern within the system 
is preserved. 
Systemic linkage - the process by which the 
elements of at least two social 
systems come to be articulated 
so that in some ways auid on some 
occasions they may be viewed as 
a single system. 
Institutionalization - the process by which humsm 
behavior is made predictable and 
patterned; êmd the elements of 
structure and function are given 
to the system. 
Socialization - the process whereby the social emd 
cultural heritage is transmitted. 
Social control - the process by which deviatncy 
is counteracted. 
They argue that the extent to which these processes are 
carried on within a particular systers has a decisive influence 
upon the effectiveness of that system. Thus, it appears that 
structural-functionalism provides a logically sound base upon 
which to formulate a conceptual framework of organizational 
theory. 
Organizational Theory 
Etzioni (1960:270) says: 
Well-developed organizational theory will 
include statements on functional requirements 
various organizational types have to meet. 
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These will guide the researcher who is con­
structing a system model for the study of a 
specific organization. But it should be 
pointed out that in the present state of 
orgamizational theory, such a model is often 
not available. At present, orgamizational 
theory is dealing mainly with general propo­
sitions which apply equally well but also 
equally bad to all organizations. The dif­
ferences among various organizational types 
axe great; therefore amy theory of organiza­
tions in general must be highly abstract. 
Etzioni appears to be appealing for the use of organiza­
tional theory which is applicable to the investigation of amy 
type of organization. Parsons (I956g^_^) claims to have devel­
oped one such theory of formal orgamizations. It is perhaps 
the most all-encompassing theory of formal orgamizations to 
date. Parsons specifies four major problems that must be 
solved by all orgamizations if they are to persist in the at­
tainment of their official goals. These problems aire (1) adap­
tation, (2) goal attainment, (3) integration, and (4) latency. 
Parsons (1960:164) maintains these are essential factors to con­
sider in the amalysis of any social system. Collectively, they 
are frequently referred to as the "functional imperatives'", 
"functional requisites", or "functional prerequisites" of social 
systems. Also, they form what is know as the "AGIL" model. 
Lamdsberger (1961:248) stated Parsons' amalyses of, and 
insights into, specific problems fit quite well into the four 
categories while at the saime time being congruent with the for­
mulations of some of the most advamced writers in the field. 
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Two prominent writers in the area of formal organizations, 
Blau and Scott (1962) also suggest that Parsons' theoretical 
framework focusing on functional imperatives is of sufficient 
generality to be applicable to all social systems. They consider 
each formal organization to be a social system in its own right 
that possesses its own set of subsystems concerned with the solu­
tion to the four basic problems recognized by Parsons. Blau aind 
Scott (1962:38-39) point out both advantages and limitations of 
Parsons' theory when they stater 
Parsons' analysis of formal organizations 
is of special interest because it involves 
the application of the general theory of 
social systems he has developed to the 
investigation of this particular insti­
tution, A criticism that has been leveled 
against Parsons' work is that his extremely 
abstract conceptions yield a theoretical 
scheme devoid of a system of propositions 
from which specific hypotheses caai be 
derived; in short, that he has only devel­
oped a theoretical framework and not a 
substantive theory. 
Parsons is aware of the high level of generality of his 
theory. Although he has attempted to suggest some theoretical 
propositions implied in his theoretical scheme, the propositions 
themselves are formulated at a comparatively high level of ab­
straction. This has led many to teJce the view that it is dif­
ficult to subject Parsons' theory to empirical verification. 
Zetterberg (1965) refers to propositions such as Parsons' as 
high order propositions. According to Blau and Scott, Parsons* 
recently formulated propositions are on such high level of 
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abstraction that it is not clear whether empirically testable 
hypotheses cam be derived from them, an essential requirement 
in scientific theory (Blau and Scott, 1962:40}. However, 
Zetterberg (1965: 79-82) suggests that in generating general 
hypotheses researchers move from the theoretical to the ordi­
nary level of conceptualization. Thus, Pazsons' provides a 
possible starting point, even though he does not purport to 
develop a theory of formal organizations (Parsons, 1960:96). 
His Aim is to develop a general theory of society applicable 
to the study of any social system. 
Most past writers who have followed Parsons* model have 
focused on the concepts of goal attainment and adaptation. 
Less attention has been given to integration and latency. 
One example of studies focusing on adaptation is found in the 
writings of Gouldner eind Gouldner (1963:394), Another exaumple 
is explicit in George 0= Koman's The Human Group, especially 
the analysis of how production was hit by lower pairticipants 
in the baink wiring room and patterns of adaptation to the 
physical, technical, and social environment (Homans, 1950: 
88-90). The concern with goal attainment is explicit in the 
works of those who follow Max Weber's ideal model of bureauc­
racy. 
Parsons' concept of integration is not clear, A problem 
arises over the distinction between inter emd intra-integration. 
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Most writers interpret the concept to mean integration within 
a particular system or subsystem. Bernard Phillips (1969:119) 
says "in examining the integration of an organization we attempt 
to assess how well the various parts —for example, the horizon­
tally and vertically differentiated roles—work together toward 
the achievement of organizational values." Whereas goal attain­
ment and adaptation deal with linkages ajid relationships outside 
am organization, integration and latency deal with matters within 
cin organization (Dobriner, 1969:111). In terms of the problem 
of integration, Lauidsberger (1961:231) says that Parsons state­
ment that integration concerns "the mechanisms by which the 
organization is integrated with other organizations and other 
types of collectivity in the total social system" is wrong. 
He believes Parsons accidentally moves up one of the conceptual 
levels. Integration refers to the meains by which organization s 
maintain control and stability according to Catton (1966:3). In 
this dissertation, the concept will be used to refer to those 
orientations, means, and activities that facilitate social 
control, solidarity, and stability within farmer cooperatives. 
With integration, the focus of attention is inside the organiza­
tion. Parsons (1956t) said both integration and latency are in­
ternal system functions, whereas goal attainment and adaptation 
are external functions. 
Broom and Selznick (1968:194) developed a scheme with con­
cepts similar to three of the four functional prerequisites in 
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Parsons' model. In it they maintained that every orgainization 
must : 
1. Provide incentives to its members so as 
to win and sustain their paurticipation 
(latency)^ 
2. Set up an effective system of internal com­
munication (integration and latency) 
3. Exercise control so that the activities 
will be directed toward achieving the aims 
of the organization (integration) 
4. Adapt itself to external conditions that may 
threaten the existence of the organization 
or its policies, that is maintain security 
(adaptation) . 
Although goal attainment is not implicit. Broom and Selznick 
come close to it in the third functional requirement» 
Selznick speaiks of the "generic needs" of orgaaiizations. 
In brief, he (1948:32) summarizes the major ideas in his organiza­
tional theory this way: 
The fraime of reference outlined hem for the 
theory of organization may now be identi­
fied as involving the following major ideas: 
(1) the concept of organizations as co­
operative systems, adaptive social structures, 
made up of interacting individuals, sub-groups. 
^Terms in parentheses added. 
35 
and informal plus formal relationships; 
(2) structural-functional analysis, which 
relates variable aspects of organization 
(such as goals) to stable needs ajnd self-
defensive mechanisms; (3) the conc^t of 
recalcitraince as a quality of the tools of 
social action, involving a breaJs in the 
continuum of adjustment and defining em 
environment of constraint, commitment, and 
tension. 
The situation in which social action occurs is often over­
looked by researchers. Yet, the situational approach in sociol­
ogy has held longstanding recognition since the works of W. I. 
Thomas. In this dissertation, the situation is considered to be 
an important intervening factor in terms of the overall effective­
ness of the orgamization. Also, it is assumed that Loomis' (1961) 
notions of size, time, and territoriality play an importamt part 
in terms of the survival of farmer cooperatives amd attainment 
of cooperative goals. For instance, size may aiffect resources 
available (assets, employees, manager abilities, etc.). Territo­
riality may be related to the competitive situation (number of 
businesses, strength of competition, value orientations, etc.). 
Time is considered to be an impo. -jit factor, especially in terms 
of long-ramge plamning. These may be perceived as situational 
variables. As such, they v?arrant some attention in organiza­
tional research. The characteristics of a particular orgamiza­
tion are influenced by the kind of situation in which it operates. 
Further, the situation includes the relations existing between an 
organization and other specialized subsystems of the larger system 
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of which it is a part (Parsons, 1956a:67). An organization 
is always a subsystem of a more inclusive social system 
(Parsons, 1960:20), 
Finally, there are many perspectives of organizations. 
Theories of organizations generally fall under two generic 
headings: (1) Those theories or models which include the 
organization as a whole, and (2) Those theories or models 
which consider only the basic internal elements of the 
overall unit (Litterer, 1965:147). Parsons feels that 
social scientists are just beginning to develop a theory 
of organizations. He says, "An immense amount of work will 
be required before we can have anything called a theory of 
formal organization" (Parsons, 1960:96). 
In 1952, Simon noted some limitations of organizational 
theory. At that time, the study of orgainizations had hardly 
prcgrssssd to the point where a definitive list of the major 
areas of organizational research could be constructed. He 
(Simon, 1952:1132-1137) suggested that orgamizational research 
focus on: 
1, The process of decision-maJking (Goal-
attaiinment} ^  
2. The phenomena of power in organizations 
(Integration) 
Terms in parentheses added. 
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3. Rational and non-rational aspects of 
behavior in organizations (Adaptation, 
goal attainment, integration and latency) 
4. The orgsuiizational environment and the 
social environment (Adaptation) 
Concern with orgeinizational effectiveness was not e3q>lic-
itly stated by Simon. Recognizing the different levels of 
social organization, he (1952:1130) did suggest that research 
on formal organizations concentrate on a level intermediate 
between primary groups and institutions. In contrast to 
primary groups, the objectives of formal orgauiizations are 
usually more clearly defined and formally stated. Participa­
tion in primary groups are characteristic of Toennies' concept 
of Gemeinschaft, while formal orgauiizations are characteristic 
of his concept of Gesellschaft. However, these concepts are 
not mutually exclusive. They are extreme ideal tj'pes similar 
to Max Weber's use of the term. Ideal types are not found in 
the real world. Therefore, it is impossible to find any formal 
organization in which all relationships follow Toennies' notion 
of Gesellschaft or Weber's notion of bureaucracy. 
Blau and Scott (1962:9) say there is very little substantive 
theory in the field of formal orgauiizations. For them (1962:9), 
"most theoretical ainalysis is on the level of developing a con­
ceptual framework, combined with some speculation about sub­
stantive propositions." They (1962:27) cite Max Weber's 
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perceptions and theoretical analysis of bureaucracy as being 
the most important general statement on formal organizations. 
Weber's ajialysis of formal organizations is part of 
his theory of authority, Blau and Scott (1962:36-38), point 
out that Simon's theoretical approach focuses on administrative 
organizations as decision-making structures, whereas Parsons pre­
sents a conception of formal organizations applicable to all 
social systems. 
Following the conceptual fraonework suggested above, the 
farmer cooperatives are viewed as social systems oriented pri­
marily toward the economic needs of individual farmers. Psursons 
(1951:5-6) states: 
A social system consists of a plurality 
of individual actors interacting with each 
other in a situation which has at least a 
physical or environmental aspect, actors 
who are motivated in terms of a tendency to 
the 'optimization of gratification' and 
v.'hcse relations to their situation; includ­
ing each other, is defined and mediated in 
terms of a system of culturally structured 
and shared symbols. 
While all social systems have certain characteristics in 
common, they differ in certain respects depending on the type of 
goals pursued; Social systems also differ in terms of the hier­
archical level at which they are viewed. For Parsons (1960:192) 
any social system other than a society is a subsystem of that 
society. 
Sociail systems are made up of a plurality of actors. The 
actors may be viewed as collectivities or as "concrete groups or 
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orgauiizatioiîs of persons in roles engaged in activities 
which have some sort of functional significaaice in the 
system of which they are a part" (Parsons, 1960:197). 
The activities engaged in are defined by the functions 
of the system itself. In Parsons' conceptual scheme, 
the functions may be technical or primary, administrative 
or managerial, institutional, or societal, depending upon 
the hierarchical level at which such activities are observed. 
Technical functions occur at the bottom of Pcirsons' four 
levels of organization. 
In the assessment of orgainizational effectiveness, the 
researcher may encounter a problem in terms of the various 
functions observed. The term "function" is somewhat ambiguous* 
A systematic attempt in sociology to resolve this problem was 
made by Robert Merton (1957) who distinguished between mani­
fest, latent, and dysfunctions. For Merton (1967:105): 
Functions are those observed conse­
quences which make for adaptation or 
adjustment of a given social system; 
and dysfunction, those observed conse­
quences which lessen the adaptation or 
adjustment of the system,...Manifest 
functions axe those objective consequences 
contributing to the adjustment or adapta­
tion of the system which are intended and 
recognized by peirticipants in the system; 
Latent functions, correlatively, being those 
which axe neither intended nor recognized... . 
The social system approach provided by structural-func-
tionalism allows the researcher to direct attention to organizations 
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as structures emd upon recurring processes within the organiza­
tion. In addition, structural-functionaJ-ism directs attention 
to various subunits within particular systems. 
Formal Organizations 
Formal organizations have existed since ancient times. 
Some of the great social achievements of the past (e.g., the 
building of defense walls around early cities, the early es­
tablishment of governments, the building of armies, etc.) re­
quired a formal division of labor based on the rationally 
planned and coordinated activities of organized groups of people. 
As societies have become more complex, there has been major in­
creases in the number of human needs that can be satisfied most 
efficiently by formal group activities. The dependence upon 
formal organizations in modern societies is so great that they 
may be appropriately described as organization societies, be­
cause they could not exist without the presence of formal orga­
nizations. 
Farmer cooperatives are ox recent origin, but they meet 
all the essential criteria of formal orgamizations. As formal 
structures, local farmer cooperatives appear to have at least 
two distinct characteristics. They are small in size when com-
peured with major industrial firms such as automobile manufac­
turers. Too, they are generally located in rural rather tham 
urban areas. Yet, their general organization and functions are 
based on rational planning and coordination. 
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There is no single, all enconqjassing, definition of 
formal organizations. Different writers anphasize different 
aspects of these organizations. For example, Lxmdberg e^ al. 
(1963:371) refer to a formal orgemization as "a system of rules 
and objectives which officially prescribe ajid allocate tasks, 
privileges, aind responsibilities thereby specifying how the 
activity of the group is to be carried on." Warren, Beal, and 
Bohlen (1967:70) say formal organizations are structured emd 
organized to achieve specific goals. The emphasis on goals is 
also inç>licit in the works of other sociologists. For Litterer 
(1965:5), formal organizations differ from other patterns of 
social orgamization in that; 
1. Organizational objectives are deliberately 
planned. 
2. Activities are rationally coordinated. 
3. Sitry into the organization is selective; 
based on pre-established criteria, and 
4. The organization and its subunits receive 
some kind of input from other systems 
which enable them to produce some kind of 
output• 
Litterer (1965:135) states further that, "The difference 
between formal amd informal orgemizations is then, in part, a 
matter of planning, explicitness, ajid observability," Mer ton 
(1957:195) says almost all activities of formal organizations 
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are functionally related to the goals of the orgeinization. 
He sees the ideal type of formal organization as being 
synonymous with Weber's concept of bureaucracy. 
The idea of rationally planned goals is inherent in 
most definitions of formal orgamizations. For example, 
Mouzelis (1969:4) defines a formal organization as "a form 
of social grouping which is established in a more or less 
deliberate or purposive mainner for the attainment of a spe­
cific goal." Etzioni (1961:79) says formail organizations 
are social units oriented to the realization of specific 
goals, with goals being ends the organization hopes to 
realize. While rationally planned activities oriented to 
the achievement of specific goals are implicit in most 
definitions, not all activities of formal orgamizations 
are rationally plainned. Not even the goals are always 
clearly defined. This is apparent in the writings of 
Blau and Scott (1962:5-6) who state: 
The fact that an organization has been 
formally established, however, does not 
mean that all activities amd interactions 
of its members conform strictly to the 
official blueprint.,, In every formal 
organization, there arises informal orga­
nizations. The constituent groups of the 
organization, like all groups, develop 
their own practices, values, norms, and 
social relations as their members live 
and work together. 
Most formal organizations have some kind of blueprint or 
organizational chart, but these do not cover the entire orgainization. 
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Litterer (1965;17} points out that, "While organizational 
charts may be developed, they do not include all aspects of 
a given organizationThey show only the planned aspects 
of formal organizations. Unplanned relationships, cliques, 
and activities are not included. Thus, the evaluation of the 
effectiveness of farmer cooperatives must taJce into account 
the unplanned activities and consequences of the organizations 
as well as those activities and goals which are deliberately 
planned. 
Finally, Cris Argyris (1960:27-28) seems to come close to 
defining formal organizations as formal social systems when he 
says a formal organization is; 
1. A plurality of parts 
2. Maintaining themselves through their inter-
relatedness, and 
3. Achieving specific objectives 
4. While accon^lishing 2 emd 3 adapt to the 
external environment, thereby 
5. Maintaining their interrelated state of 
the partsc 
Since most definitions of formal organizations make some 
reference to the achievement of official goals, the following 
section points out some of the problems encountered when goals 
are used as criteria of effectiveness in empirical research. 
44 
Organizational Goals 
Most, if not all, social behavior is goal oriented to 
some degree. But, goals create problems for empirical studies 
of organizational effectiveness. The term "goals" is aunbiguous. 
The goals sought by formal organizations may not be eiqjlicitly 
defined so as to meain the saiae thing to all participants in the 
organization. Members at different levels may hold different 
perceptions of the real goals of the organization (Beal, et al., 
1971). This is especially true in complex organizations with 
abstract goals. 
Etzioni (1961:71) defines an orgemizational goal as a 
desired state of auffairs which the organization attempts to 
realize. As suggested above, people within the organization 
interact in order to bring about the desired state of affairs, 
but individual members may have personal goals which differ from 
these of the collectivity as a whole, 
McKinney (1966:183) defines goals as those changes which 
members or some segment of a social system expect to accomplish 
through appropriate action. This definition recognizes the dis­
tinction between the individual goals of members emd the collec­
tive goals of the orgainization. The collective interest of 
orgeoiizations distinguish orgemizational goals from the private 
interests of individuals. For example, the goal of a local 
farmer cooperative may be to provide services that strengthen 
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the competitive ability of members, but the personal goals of 
individual members may be to meet the economic needs of their 
families. Thus, private goals refer to the future states of 
a:ffairs sought by individuals within organizations. Like the 
goals of the orgamization, they are important and must be 
satisfied if a high degree of effectiveness is to be achieved. 
Price (1971:5) believes official goals are a good starting 
point, but "the evaluation of organizational effectiveness 
must be based on the achievement of operative rather than the 
official goals of the organization." Just as there is a dis­
tinction between collective goals and private goals, there is 
a difference between official goals auid operative goals. In 
addition to Price, Perrow (1961:854) and Litterer (1965:136) 
make a distinction between official and operative goals. 
Official goals are publicly espoused, whereas operative goals 
are the ones actually pursued by the organization. Operative 
goals tend to be less idealistic. They are determined by the 
particular problems or tasks that must be emphasized at any 
given time (Perrow, 1961:854). Operative goals are determined 
by the actual activities That are carried on in organizations. 
Thus, Litterer, Perrow, and Price subscribe to the concept of 
multiple organizational goals. They suggest that it is almost 
inconceivable to think of a formal organization as having a 
single goal. Since most formal orgamizations have more thain 
one goal, much confusion could be avoided if researchers 
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directed more attention to the ways in which the various goals 
differ. 
The goals of organizations may not be of equal importance. 
Rather, a hierarchy may exist in which some goals receive high 
priority while others receive less attention by organizational 
participeints. In some orgauiizations, for example, "...maximi­
zation of long-run profits is more important than maximization 
of short-run profits, but both are subordinate to perpetuating 
the organization; in others, the reverse may be true (Litterer, 
1965:139)." Thus, reseaxchers who fail to consider the time 
spaoi over which different types of goals are sought run the 
risk of overlooking crucial dimensions of effectiveness so far 
as officially espoused goals are concerned. The results could 
well be the reporting of erroneous conclusions about the effec­
tiveness of the orgainization under investigation. 
Gross (1969:278) meiintains there is a lack of clarity 
concerning the meaning of organizational goals. His views are 
supported by many writers, as suggested previously. A vast 
amount of research and theoretical attention has been given to 
formal organizations in recent years^ but surprisingly little 
attention has been given to the development of an unambiguous 
definition of the meaning of goals (Gross, 1969:278). Whereas 
Etzioni (1961:71) and Parsons (1951:205) define goals as future 
states of cuffairs sought by orgainizations. Gross (1969:278) 
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argues such definition does not specify whose goals are being 
sought. No distinction is made between collective versus 
individual goals or official versus operative goals. 
Max Weber considered organizational goals to be known 
aind fixed. He has been criticized for this assumption. The 
fact that the goals of formal organizations are deliberately 
planned does not meain every member of the organization is 
aware of them (Litterer, 1965:5f). Critics argue further that 
Weber's model does not distinguish between the different kinds 
of goals. The goals of am organization might change. Also, 
organizations may conceal or disguise the goals they actually 
pursue. Organizational leaders may or may not be aware of the 
discrepcincy. Etzioni (1964:7) puts it this way: 
There are at least two reasons why the head 
of an organization might maintain that the 
organization is seeking certain goals which 
in fact differ from the ones it actually 
pursues. In some instances the head may be 
unaware of the discrepancy; the true situa­
tion is hidden from him .... More commonly, 
organizational leaders quite consciously 
express goals which differ from those actu­
ally pursued because masking will serve the 
goals the organization actually pursues. 
Thus an organization whose real goal is to 
majce profit might benefit if it can pass 
as an educational, non-profit orgémization. 
Etzioni (1961:72) says some organizations are inclined to 
use publicly espoused goals as "fronts." 
Thompson and McEwen (1958:23-50) aind Parsons (1960:17-19) 
view goals in terms of system linkages. They see goals as some 
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type of output to a larger social system. In this sense, 
organizations are always subsystems of larger systems. The 
goals (outputs) of one system become the inputs of different 
systems. This perspective recognizes the linkage between 
organizations amd the surrounding society. According to Gross 
(1969:279), "when goals are defined in this manner it becomes 
clear that those within organizations have only a limited 
amount of freedom to set the goals of the organization « They 
will be constrained by what outsiders cam be persuaded to 
accept." He points out two limitations of this approach. 
First, there is a tendency to underestimate the influence of 
rational decision-making within the organization in choosing 
orgajiizational goals. Second, amd more serious, is the fail­
ure to consider the fact that organizations may have a great 
many outputs, both intended and unintended, which resemble 
the intended functions and consequences (Gross, 1969:279). 
The problem is how to identify and single out certain kinds 
of outputs as the goals of the organization. Thus, Gross 
(1969:279-280) argues that "to define an organization solely 
in terms of its goal and therefore to judge its effectiveness 
in terms of its degree of success in obtaining that goal is 
to doom the investigator to disappointment," 
Relative to the dilemma posed by organizational goals, 
McKinney (1966:184) states that: 
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Frequently the expressed goals or objectives 
of a system are found by the observer to be 
fair less important to the understanding of 
the operation of the system and the predic­
tion of its behavior tham certain latent 
functions; the latter may be of great sig­
nificance in the actual motivation of the 
members but remain unspecified as goals 
amd objectives by members. 
Goals are widely used in studies of orgamizational effec­
tiveness, but some argue that no organization can survive by 
spending all of its time and resources on the pursuit of offi­
cial goals. Some of the time amd resources must be allocated 
to nongoal activities of the organization. For instance, 
according to Gross, attention must be given to activities which 
make neither direct nor indirect contributions to the attain­
ment of official goals (Gross, 1969:282). Goal attainment is 
not a spontaneous or automatic process. It depends on the 
planning and coordination of the activities of a plurality of 
actors. 
Gross (1969:284) believes two things must be present 
before one can claim a goal is present. There must be evidence 
of both intentions and activities. Intentions refer to what 
the participants view the organization as trying to do; whereas 
activities refer to what persons in the orgainization are observed 
to be doing, how they are spending their time, amd how resources 
are being allocated. 
Parsons (1960:17) says the defining characteristic of am 
organization is "the primacy of orientation to the attainment 
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of a specific goal." This is what distinguished a formal 
organization from other types of social systems. He sees 
an organization as a social system which is purposively 
structured and restructured to seek specific goals. He 
(Parsons, 1960: 20-21) says: 
Since it has been assumed that an orga­
nization is defined by the primacy of a 
type of goal, the focus of its value 
system must be the legitimation of this 
goal in terms of the functional signif­
icance of its attainment for the super-
ordinate system, and secondly the legit­
imation of the primacy of this goal over 
other possible interests and values of 
the orgemization and its members .... 
.... For the business firm, money return 
is a primary measure and symbol of success 
and is thus part of the goal structure of 
the orgamizationo But it cannot be the 
primary organization goal because profit-
making is not by itself a function on 
behalf of the society as a system. 
Profit has long been used in studies of the effectiveness 
of economic organizations. Obviously, profit is importemt to 
am economic organization in a capitalistic society, but Parsons 
(1960:21) implies that profit alone is a very limited criterion 
of effectiveness. For the purpose of this dissertation, no 
direct reference will be made to the amount of profit, because 
the concern is with overall effectiveness rather them the actual 
net profit of the organizations themselves. A basic assumption 
is that orientations, means, and ends are important, interrelated 
indices of total organizational effectiveness. 
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Ghorpade (1971:88) reflects the views of Parsons and 
Thompson and McEwen when he states that "viewed from the ex­
ternal frame of reference, orgaoiizational goals emerge as out­
puts provided by the organization for the system which contains 
it." For local farmer cooperatives, the more inclusive systems 
may be state, regional, national cooperatives, eind the economy 
as a whole. Suggestive of the input-output concept of goals. 
Gross (1969:284) refers to the goals of organizations as out­
put goals and support goals. The latter are often overlooked 
when official goals are used as sole criteria of effectiveness. 
Key officials are more likely them lower participants to 
be familiar with the official goals of an organization. They 
are charged with the responsibility of making major decisions 
concerning goal achievement atnd the allocation of orgcinization 
resources. In addition to focusing research on the official 
goals of orgemizations. Price (1971:16) suggests that the re­
search focus should be on the decision-makers as well. Yuchtman 
and Seashore (1967:892) say key officials "provide the most 
valid source of information concerning organizational goals," 
In this dissertation, the key decisionmakers are defined as 
the managers of local farmer cooperatives, even though they 
can be classified as lower participants compared to boards of 
directors. While it is recognized that in theory boards of 
directors set broad policy parameters, it is also recognized 
52 
by most cooperative leaders and researchers that managers have 
a strong influence on policy setting, policy interpretation, 
amd certainly are in constemt interaction with organizational 
goals. Methodologically, managers provided all of the data 
used in the present analysis. 
Some writers (Perrow, 1970:135j Etzioni, 1961:72; and Par­
sons, 1960:45) use taxonomies that distinguish between different 
types of goals. For example, Etzioni (1961:72) develops a com-
plisincs taxonomy in which three types of organizational goals 
are classified according to the nature of the structure in 
which such goals predominate. A distinction is made between 
order, economic, and cultural goals. Order goals predominate 
in organizations or subunits where the purpose is to control 
deviemts. Economic goals predominate in organizations that 
produce commodities and provide services to outsiders. Cul­
tural goals predominate in organizations that seek to insti­
tutionalize conditions needed for the creation and preservation 
of symbolic objects, their application, and the creation or 
reinforcement of symbolic objects (Etzioni, 1961:73). Examples 
of the kinds of organizations in which such goals predominate 
are prisons, farmer cooperatives, amd the American Legion, re­
spectively. To some extent, however, each type of goal may be 
present in any one of the three types of organizations. This 
dissertation focuses on the farmer cooperative in which economic 
goals predominate. 
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While this dissertation focuses on the effectiveness of 
farmer cooperatives, the goals will be considered within Gross' 
(1969:284) framework of "output" aind "support" goals. The out­
put goals will be subsumed under Parsons' concept of goal at­
tainment, while the support goals will be subsumed under his 
concepts of adaptation, integration, and latency. Collec­
tively, these four concepts form the bases for the evaluation 
of effectiveness of the farmer cooperatives as conceptualized 
in this dissertation. 
An eaxlier study by Bernard McCabe (1966) sheds some 
light upon the goals of Iowa farmer cooperatives. McCabe (1966: 
6) conpiled a list of fifteen goals of farmer cooperatives by 
reviewing literature on cooperatives and holding discussions 
with cooperative managers and members of the boards of directors. 
The purposes of his study were (1966:51) to obtain information 
on the goals and objectives pursued by the different levels of 
management in local cooperatives, and to investigate the rela­
tionship between the goals and objectives pursued and the suc­
cess of the cooperative. A total of twelve goals were included 
in the final study. McCabe (1966:6-8) lists auid defines them 
in the following memner: 
Goal 1. Increasing the area served by the cooperative 
The goal is to take actions which lead to an 
increase in the area served by the cooperative. 
54 
Goal 2. Maximizing the income of the members 
The goal is to operate the cooperative to 
enable the members to earn maiximum income 
from their farming operations. 
Goal 3. Increasing the sales volume of the 
cooperative 
The goal is to increase the amount of business 
done by the cooperative as rapidly as possible 
as long as a satisfactory level of savings is 
achieved. 
Goal 4. To provide products ajtd services at lowest 
prices 
The goal is to provide products aind services 
to members at lowest prices consistent with 
practical business methods. 
Goal 5. To be a business leader in the area 
The goal is to obtain a strong competitive 
position in order to be able to influence 
the general price level in the area ajid be 
among the first in offering new products 
and services. 
Goal 6. To serve cur isesbsrs by providing a policing 
type of competition to other agribusiness 
firms 
The primary purpose of our cooperative is to 
give our members am alternative place to buy 
supplies smd sell their products. 
Goal 7o To maintain the present policies aind prac­
tices and avoid risks in the operation of 
the cooperatives 
The goal is to adhere to present tried ajid true 
policies amd practices rather than risk changes 
which may lead to losses. 
Goal 8. Maximum operational efficiency of the co­
operative 
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The goal is to ensure that the day to day opera­
tions of the cooperative are carried out at the 
lowest possible cost per unit of merchaindise 
handled. 
Goal 9. To build a good public image for the cooperative 
The goal is to prepare the cooperative aind take 
part in community activities in such a way as to 
build a good name for the cooperative. 
Goal 10, To make a satisfactory net savings each year 
The goal is to make an annual net savings which 
is considered acceptable by the manager, board 
of directors and members. 
Goal 11. To expamd and update the facilities of the 
cooperative 
The goal is to madce decisions and take actions 
which lead to a steady expemsion of the coopera­
tive facilities. 
Goal 12. Maiximum net savings of the cooperative 
The goal is to meike decisions and take actions 
which are calculated to lead to the highest 
possible net savings of the cooperative, in 
accordance with good business practices. 
McCabe's findings clearly suggest the multiple goal nature 
of farmer cooperatives. Theoretically, the twelve goals caoi be 
categorized according to the functional imperatives suggested 
by Parsons (1956c). Following this approach, goals 1, 5, 7, and 
11 could be placed under adaptation; goals 2, 3, 4, 6, 8, 10, 
and 12 under goal attainment ; and goal 9 under latency. Inte­
gration does not appear implicit in the goals identified by 
McCabe. In addition to categorizing the twelve goals according 
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to Parsons' AGIL scheme, it is logically possible to view them 
in terms of orientation, means, and ends. However, more will 
be said about these three conc^ts later in this dissertation. 
Typologies of Formal Orgainizations 
While all formal orgemizations have certain characteris­
tics in common, they cannot be classified as being the same. 
In fact, one of the criticisms of Max Weber's rational approach 
to the study of bureaucracy is that it treats all organizations 
as if they were the same (Etzioni, 1961). An approach of that 
type yields some knowledge, but it is of limited use in con­
ducting comparative studies of different types of organizations. 
With the marked diversity in formal organizations in modern so­
ciety, it is highly important that research on organizational 
effectiveness taJce into account how various organizations differ. 
Etzioni (1961) and Parsons (1956^ emd 1956^) provide helpful 
ccncaptual frazeivorks for such research. 
There are several classification schemes for formal organi­
zations. Most of them seem to be centered around the types of 
goals pursued by the different types of organizations. Gross 
(1969:277) says it is the dominating presence of a goal which 
distinguishes one type of organization from another, as well 
as from other social systems. Parsons (1960:45) suggests that 
in addition to classifying organizations according to goals, 
the same classification can be used to classify different goal 
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types such as adaptive goals, implementive goals, and pattern-
maintenance goals. Blau emd Scott (1962:289) classify formal 
organizations into four categories based on the beneficiaries 
of organizational activities. These types are: (1) mutual 
benefit associations, where the prime beneficiary is the 
membership; (2) business concerns, where the owners are the 
prime beneficiary; (3) service orgemi zation s, where the client 
group is the prime beneficiary; aind (4) commonweal organiza­
tions, where the prime beneficiary is the public-at-large. 
Parsons' classification of organizations is suggestive 
of the four functional problems organizations must solve. He 
(1956b :228; 1960:45-46) discusses four general types of organi­
zations, namely, (1) orgajiizations oriented to economic produc­
tion, (2) orgaaiizations oriented to political goals, (3) inte­
grative organizationsJ and (4) pattern maintenance organizations. 
Classifications of orgemizations show considerable varia­
tion. The various taxonomies are not mutually exclusive, for 
there is some overlapping within and between different classi­
fication schemes. For instance, the schemes developed by Blau 
and Scott (1962), Bennis (1966) and Parsons (1956) place all 
formal organizations in one of four categories, whereas Etzioni 
(1961) classifies all formal orgaaiizations into three cate­
gories. Bennis' classification of formal organizations is 
shown in Table 2.1. 
Table 3.1. Bennis* Typology of Organizations^ 
Type of 
Organization Major Function Exaunples 
Effectiveness 
Criterion ^  
Habit Replicating stamdard 
cvnd uniform products 
Highly mechanized fac­
tories, etc. 
No. of products 
Problem-solving Creating new ideas Research organizations; 
design and engineering 
divisions; consulting 
organizations, etc. 
No, of ideas 
Indoctrination Changing peoples' 
liabits, attitudes, 
intellect, behavior 
(physical and mental) 
Universities, prisons, 
hospitals, etc. 
No, of "clients" 
Service Distributing services 
either directly to con­
sumer or to above types 
Military, government, 
advertising, taxi com­
panies, etc. 
Extent of services 
performed 
^Source: Warren G. Bennis (1959:27). 
These effectiveness criteria are oversimplified. Obviously, organizations set up 
multiple criteria and have to coordinate them. The criteria specified here were selected 
for their accessibility to quantitative terras and their formal significance. 
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The immediate focus of this dissertation is on the orga­
nizational taxonomy developed by Etzioni, Etzioni classifies 
org amizations into three categories, namely, (1) coercive, 
(2) utilitariem, and (3) normative. This is consistent with 
his classification of goals mentioned earlier in this study. 
Order goals are associated with coercive structures; economic 
goals are associated with utilitariein structures; and culture 
goals are associated with normative structures. Etzioni ob­
served that different organizations employ different types of 
norms that define the means by which goals are to be achieved. 
Systems of rewards and punishment must be established. Coer­
cive orgainizations use force as the major meaais of control over 
lower pairticipants. Utilitarian organizations stress the use 
of renumeration. In utilitarian orgemizations, calculative or 
rational involvement characterizes the orientation of most lower 
participants (Etzioni, 1961:40). "Normative organizations are 
organizations in which normative power is the major source of 
control over most lower participants" (Etzioni, 1961:40). The 
orientation of lower participants to normative organizations is 
characterized by high commitment. 
In his coiiç>liance taxonomy, Etzioni (1961:xi) presents a 
heuristic scheme that facilitates the analysis of different kinds 
of organizations. The basic underlying assumptions Etzioni makes 
are (1961:xv): 
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Orgêmizations which differ in their com­
pliance structure tend also to differ in 
the goals they pursue; in the kind, loca­
tion, power, and interaction of their 
elites; in the level and kinds of consensus 
attained and in the communications and 
socialization enployed to attain it; in re­
cruitment, scope, and pervasiveness; and in 
the distribution and control of charismatic 
part icipcint s. 
The primary unit of analysis in this dissertation, the 
local farmer cooperative, falls within Etzioni's definition of 
utilitarian organizations. For purpose of clarity, however, 
it will be referred to as am "economic organization" in this 
dissertation. The specific focus is on orientations and prac­
tices of managers at the operative level of local cooperatives. 
Both managers and employees are defined as lower parti­
cipant s, because they occupy lower statuses than members of 
the boaurd of directors. By specifying managers as key offi­
cials, with their explicit role responsibilities, it is pos­
sible to more directly assess the role of selectivity, social­
ization and communication referred to by Etzioni (1961). 
Organizational Effectiveness 
The concern with orgatnizational effectiveness is wide­
spread among students of formal organizations. Recently, a num­
ber of social scientists (e.g., Mulford et , 1972; Hennis, 
1966; Ghorpade, 1970; Georgopoulos and Taunnenbavim, 1957; Price, 
1968; and Friedlainder and Pickle, 1968) have suggested the 
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need to explore more reliable and valid methods for the eval­
uation of the effectiveness of formal orgaaiizations. Findings 
from past research indicate there is much consensus aonong 
social scientists that the restriction of effectiveness cri­
teria to the achievement of officially espoused goals fails 
to provide an accurate description of the effectiveness of 
formal organizations. Not only is there a tendency to over­
look different types of goals, but there is also a tendency 
to overlook other factors essential to the achievement of 
goals. For most formal organizations, effectiveness is too 
complex to be treated as a unitary phenomenon (Friedlemder 
and Pickle, 1968:292)« The traditional approach to the eval­
uation of orgsmizational effectiveness focused almost exclu­
sively on the degree to which organizations accomplished their 
official goals, but recent findings show that emphasis on goal 
achievement alone is not sufficient. The effectiveness of 
orgemizations cannot be determined solely on the basis of such 
factors as the maximization of profit, the number of commodi­
ties produced, the number of clients served, sales volume, net 
earnings, or the quality and types of services provided. When 
such goal-oriented measures are used as exclusive criteria, 
something is lost from the researcher's view. The relevant non-
goal variables tend to be grossly neglected (Likert, 1958:42-43). 
Bennis (1966:41) puts it this way: 
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The present ways of thinking about and meas­
uring organizational effectiveness are seriously 
inadequate and often misleading » . . (The cri­
teria used) are insensitive to the important 
needs of the organization and are out of joint 
with the emerging views of contemporary orga­
nization that are held by many organizational 
theorists and practitioners. The present tech­
niques of evaluation provide static indicators 
of certain output characteristics. ... with­
out illuminating the processes by which the 
orgemization searches for, adapts to, and solves 
its chainging goals. 
Bennis (1966:44) says the main challenge to formal orga­
nizations is that of being able to respond to and adapt to chang­
ing conditions aoid external stress. He sees three promising ap­
proaches, namely, (1) the criterion of multiple goals, (2) the 
criterion of the situation, and (3) the criterion of system 
characteristics. The first approach rests upon the assumption 
that organizations have multiple goals aind that the interaction 
of goals will produce a different value framework in different 
organizations (Bennis, 1966:38). The second approach is based 
on the reasoning that organizations differ with respect to goals 
aind that they can be analytically distinguished in terms of goal 
orientations (Bennis, 1966:39). The third approach is one of 
the most rigidly adhered to by contemporary social scientists. 
It is based on a structural-functional analysis of which the 
leading proponents are Talcott Parsons, Amitia Etzioni, sind 
Philip Selznick. One of the advantages of the structural-func­
tional approach is that it does not ignore motivational and other 
human behavior variables that are usually overlooked or ignored 
by traditional orgemizational theory. 
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Georgopoulos and Tannenbaum (1957:535) say "a distin­
guishing characteristic of neaxly all variables which have been 
used as criteria of effectiveness is that, whether directly or 
indirectly, they tie in with orgemizational objectives," The 
problem is not the inclusion of goals among the criteria of 
effectiveness. Rather, it is the use of goals as exclusive 
criteria of effectiveness. Some attention must be given to 
goals, but other aspects of organizations should be considered 
as well. 
The problems encountered in empirical studies of orgemi­
zational effectiveness are legion» Gouldner aind Gouldner (1963: 
349fJ say the problems researchers are encountering are as com­
plex as organizational effectiveness is important. When goals 
are considered, one of the problems is the identification and 
delineation of relevant goals. While goal identification and 
delineation is necessary, it is not sufficient for ascertaining 
with what" efficiency and to what extent the various goals are 
achieved (McKinney, 1966:183). Another problem is the measure­
ment of effectiveness. Organizational diversity precludes the 
use of a single cr a fsv,* measurement devices « The measurement 
of effectiveness is a major concern of many writers (Etzioni, 
1964; Price, 1971; Ghorpade, 1970; and others). 
There are diverse meanings of organizational effectiveness. 
Georgopoulos and Tauinenbaum (1957:535-536) define organizational 
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effectiveness as "the extent to which ajn organization as a 
social system, given certain resources and means, fulfills its 
objectives without placing undue strain upon its members." 
Price (1968:2-3) and Etzioni (1964:8) define effectiveness in 
terms of the degree of goal achievement. The central questions 
of organizational effectiveness do not center on the extent to 
which a given orgainization is devoted to its goals. Instead, 
such questions center on the closeness to which resource allo­
cation approaches axi. optimum distribution under given conditions 
(Etzioni, 1960:262). By placing the emphasis on the word "op­
timum" , attention need no longer be restricted to the achieve­
ment of maximum satisfaction of amy one activity, because the 
ad.m becomes "a balanced distribution of resources among various 
organizational needs (Etzioni, 1960:262). Similarly, Simon 
(1957) suggests that attention should focus on the extent to 
which an organization "satisfies" rather thcoi "maximizes" such 
ends as profit. Organizations may aim at a satisfactory _ate 
of profit rather them the maiximum possible. Thus, financial 
statements alone could well be poor indicators of the effec­
tiveness of profit-making organizations. 
Realizing the problems and limitations of using single 
goals as the criterion of effectiveness, the writer subscribes 
to the multiple goals approach. By viewing farmer cooperatives 
as social systems, it is possible to include not only official 
organizational goals, but supportive goals as well. 
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One of the basic assumptions underlying this dissertation 
is that cooperative productivity as measured by financial state­
ments alone does not constitute a reliable base for determining 
effectiveness. Yet, some attention must be given to organizational 
productivity. Georgopoulos and Tannenbaum (1957:534) say, "With 
the exception of organizational productivity, however, practically 
all variables used as criteria of organizational effectiveness have 
been found inadequate and unsatisfactory." They suggest that such 
factors as morale, member satisfaction, employee turnover and ab­
senteeism, and commitment to the organization are inadequate meas­
ures of effectiveness, Georgopoulos and Tannenbaum (1957:535) 
state further that past studies linking such factors as morale and 
job satisfaction with production as a measure of effectiveness have 
generally been inconsistent, not significant or difficult to eval­
uate and interpret. Although they see productivity as a reliable 
criterion, they suggest that net profit is a poor indicator of 
effectiveness because of unanticipated fluctuations in the external 
environment such as chaaiges in the general economy, sales, and 
prices. However, they assert that definitions of organizational 
effectiveness take into consideration the objectives of the orga­
nization and the means through which they sustain themselves emd 
meet their objectives (Georgopoulos and Tannenbaum, 1957:535). 
In essence, Georgopoulos and Temnenbaum subscribe to the multiple 
goals approach to organizational effectiveness. For them (1957:536), 
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the criteria of effectiveness should include "(1) organiza­
tional productivity, (2) organizational flexibility in the form 
of successful adjustment to internal organizational changes and 
successful adaptation to externally induced chaaige; and (3) ab­
sence of intra-orgemizational strain, or tension, aind of con­
flict between orgauiizational subgroups." It is obvious, as 
noted by Mulford et (1972) that these criteria are quite con­
sistent with Parsons' (1956c) AGIL scheme. 
Friedlcoider and Pickle, (1968:293) say the criteria of 
effectiveness must take into account "the profitability of the 
organization, the degree to which it satisfies its members cuid 
the degree to which it is of value to the larger society of 
which it is a part." They also in^ly that some attention should 
be given to the ability of the organization to adapt to its en­
vironment, a major emphasis of the social system approach. Their 
model is also similar to Parsons (1956c). 
Price (1968) also seems to subscribe to the multiple goal 
approach to organizational effectiveness. He (Price, 1968:5) 
says such factors as productivity, morale, conformity, adaptive-
ness, and institutionalization are positively and generally re­
lated to effectiveness; but "productivity is accepted as more 
closely related to effectiveness than morale, conformity, adap-
tiveness, cind institutionalizationo If, for example, em organi­
zation is characterized by a high degree of productivity and a 
low degree of morale, it is assumed that the organization has a 
high degree of effectiveness." Price uses effectiveness as the 
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dependent variable in his works. He gives two reasons for 
doing so, (Price, 1968:3): (1) Effectiveness is a classical 
problem in the study of organizations, and (2) Effectiveness 
has been highly researched. Furthermore, Price (1968:5) 
asserts that: 
Ideally, a standardized measure of effec­
tiveness should be developed eind applied 
to all types of orgauîizations. Only in 
this way is it possible to classify orga­
nizations on a continuum from high to low 
effectiveness. However, relatively few 
studies of orgainizations have dealt e^qplic-
itly with effectiveness, and, even where 
the problem is explicitly treated, diverse 
measures of effectiveness have been used. 
Elsewhere, Price (1971:4-6) suggests that enpirical studies of 
organizational effectiveness focus on (1) decision-msikers, (2) 
organizational goals, (3) operative goals, and (4) intentions 
and activities. 
Yuchtman and Seashore (1967:902-903) maintain that studies 
of organizational effectiveness can be improved by (1) the re­
placement of the concept of a single goal by a concept which en­
hances the open-ended, multi-dimensional set of criteria, the use 
of more relevaint indices for the comparison of organizations, (3) 
the provision of a conceptual basis for treating more realistically 
the variables that bear on effectiveness when case studies are 
made, and (4) the reassessment of aind/or change in the meaning of 
some familiar variables. Official goals are not eliminated from 
consideration, but Yuchtman and Seashore call attention to factors 
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frequently overlooked in empirical studies of organizational 
effectiveness. They (Yuchtman and Seashore, 1967:891) say, "We 
are badly in need of an improved conceptual frcimework for the 
description and assessment to organizational effectiveness." 
Finally, this dissertation explores the utility of the 
social systan approach developed by Parsons (1956) in the assess­
ment of the effectiveness of an economic organization. This 
model is used because of its generality and because it was devel­
oped prior to others. Effectiveness will be assessed from the 
stan(%3oint of the size and direction of correlations between 
three selected social processes (selectivity, socialization, 
and communication) and the four functional imperatives of social 
systems (goal attainment, adaptation, integration, and latency). 
Two Models of Organizational Effectiveness 
The purpose of models in scientific research is to provide 
the researcher with a mental picture of the real world problem 
being investigated. Conc^tual models in sociology are heuristic 
devices that guide the researcher. Seldom, if ever, does one find 
a conceptual model in the social sciences in which there is com­
plete isomorphy with real world phenomena. However, models axe 
helpful at three stages in the research process (Riley, 1963:15): 
(1) in selecting significaint problems when gaps in the theory maJces 
exploration necessary, (2) in selecting appropriate empirical 
methods for the research design; eind (3) after obtaining findings, 
the interpretation of findings with reference to the model. 
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Two general models of organizational effectiveness are the 
goal model and the social system model. The goal model empha­
sizes the rational aspects of social behavior that lead to the 
achievement of official orgamizational goals. It encompasses 
the salient aspects of Max Weber's ideal type bureaucracy. Re­
searchers who follow the goal model are inclined to view all 
organizations as being the same ard to consider the goals as being 
fixed. The second, the social system, model dqaicts organiza­
tions as networks of interrelated amd interdependent units that 
resemble living organizations, it brings together the theoret­
ical concepts of structural-functionalism. One of the best il­
lustrations is the AGIL model developed by Talcott Paursons. A 
third designated model, the system resource, defines organiza­
tional effectiveness only "in terms of the ability of the orga­
nization to ezqîlcit its environment in the acquisition of scarce 
and valued resources" (Price, 1971:2). According to Yuchtman aind 
Seashore (1967:898), when the system resource model is used, effec­
tiveness is based on the "bargaining position, as reflected in the 
ability of the organization, in either absolute or relative terms, 
to exploit its environment in the acquisition of scarce and valued 
resources." 
Today, the two most widely used models are the goal model and 
the social system model. Both models have characteristic advan­
tages and limitations. Etzioni (1960:260) criticizes the goal 
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model as being too idealistic. When used in the evaluation of 
orgaoiizational effectiveness, it tends to make organizational 
performance look low in all organizations; because it compares 
the ideal with the real goals of the orgemization. The goal 
model focuses on the manifest, whereas the social system model 
focuses on the general properties emd processes that charac­
terize organizations. By focusing on the manifest, formal, 
and stated aspects of organizations, it often neglects the 
hidden, the implicit, and the latent potential of organizational 
phenomena (Ghorpade, 1970:33). Still another criticism is that 
the use of formal goals is of limited utility when one is con­
fronted with organizations with multiple goals making incom­
patible demauids upon their resources. The goal model also 
neglects alternative frames of reference. By placing too much 
en^hasis on official goals, it neglects other vital aspects of 
the organization being studied. In spite of these criticisms, 
Ghorpade (1970:33) points out three advaoitages of the goal model 
over the social system model: (1) it focuses upon the rational, 
purposive aspect of orgamizations; (2) it is considered as a 
"value free" approach; emd (3) it is sinç)le. 
The social system model focuses on factors that were long 
overlooked by traditional theory or ignored by researchers. It 
includes organizational goals, but it also illuminates other 
aspects of organizations as social systems. Consideration is 
given to the various subsystems that are integral parts of the 
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larger system being studied. At the same time, it allows re-
seairchers to recognize the functional requirements which orga­
nizations must meet if they are to survive and function effec­
tively within a given situation (Ghorpade, 1971:86), Weber's 
model of bureaucracy does not cover all of the basic fundamental 
requirements. Rather, it focuses heavily on the means for achiev­
ing goal attainment (Etzioni, 1960)o The best illustration of the 
functional requirements is found in the works of Talcott Paxsons, 
especially his reference to the four functional imperatives of 
social systems -- adaptation, goal attainment, integration, and 
latency. Still another characteristic of the social system model 
is that it perceives orgainizations as receiving inputs from the 
environment and, in return, delivering outputs to the environ­
ment (Litterer, 1965:149). Mulford et al. (1972) have successfully 
used this model to evaluate local civil defense organizations. 
Etzioni (1960:261) sees the social system model as an alter­
native to the formal goal model. While the goal model is some­
times used as a safeguard against bias, he believes it enhances 
bias (Yuchtman and Seashore, 1967:893). Etzioni's (1960:261) 
preference for the social system model is implied in this state­
ment: 
The starting point for this approach is not 
the goal itself but a working model of a social 
unit which is capable of achieving a goal. Un­
like a goal, or a set of activities, it is a 
model of a multifunctional unit. It is assumed 
apriori that some means have to be devoted to 
72 
nongoal functions as service and custodial 
activities, including means enqjloyed for 
the maintenance of the unit itself. 
The social system model has likewise been criticized for some 
of its shortcomings. One of the criticisms made is that re­
searchers who follow it may encounter difficulty in specifying 
the organizational unit being investigated. Etzioni (1964:17) 
says the system model requires more time and is more eîçjensive 
than the goal model when used in research. Ghorpade (1970:37) 
suggests that the problem of selecting the criteria of effec­
tiveness may be smother shortcoming of the social system model. 
This discussion is not intended as an argument for the re­
jection of either model. Both models have influenced much re-
seeirch on organizational effectiveness (Ghorpade, 1970:37)» 
Either model can be useful depending upon the real world problem 
being studied. Yuchtman aind Seashore (1967:895) state, "In the 
study of persons in organizational settings, the concept ox goal 
is useful cOid perhaps essential. In the study of organizational 
effectiveness, however, the goal approach has appeared as a hin­
drance rather than as a help." For Georgopoulos and Temnenbaum 
(1957:534), the goal model is of limited utility in conç»arative 
research. 
Regaurdless of the conceptual model followed, the selection 
of effectiveness criteria is somewhat arbitrary. Ghorpade (1971: 
88) inçjlies that this is one of the factors that contribute to 
the many inconsistencies, value judgments, and overlaps found in 
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the literature on organizational effectiveness. A related 
problem is the operationalization of the multiple criteria for 
the measurement of effectiveness. Furthermore, there is the 
problem of hard versus soft criteria of evaluation. Seashore 
(1965:26-30) criticizes the use of hard criteria as being static 
aind dependent upon other variables. Recently, theorists have 
begun to use criteria that reflect the overall viability of orga­
nizations, but researchers are still faced with many problems in 
trying to operationalize the criteria (Ghorpade, 1971:88). 
In conclusion, this dissertation follows the social system 
model in evaluating the effectiveness of Iowa farmer cooperatives. 
The social system model is of a more recent origin thain the goal 
model. The AGIL scheme developed by Pair son s does not exclude 
official goals from consideration, and it allows some attention 
to be directed to derived goals. The social system model appears 
to have cerxain advantages over the goal model for the purpose 
of this dissertation. It focuses on goals as well as other es­
sential aspects of organizations. In addition, it seems to be 
a more promising model to follow in comparative research. 
Selected Empirical Studies of Organizational Effectiveness 
Until recently, there was only a limited amount of empirical 
research on organizational effectiveness. As pointed out pre­
viously, most of the theoretical and empirical studies related 
to the subject were conducted during the 1960's. In order to 
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illustrate some of the advantages of the social system approach, 
this section discusses the focuses of selected empirical studies 
of organizational effectiveness that were conducted since World 
War II. The studies to be discussed are those which appear to 
be most related to the problems and conceptual framework in this 
dissertation. Therefore, attention will be given to the effec­
tiveness criteria used, the models suggested, and the measurement 
of major concepts. 
In 1952, Comrey, Ffiffner, and Beem reported findings from 
a study of factors influencing effectiveness in 18 United States 
Forests organizations in California. The objective of the survey 
was to determine some of the factors related to the effective func­
tioning of the organizations. The data were obtauLned by use of 
mailed questionnaires, of which 90 percent were returned. The 
questionnaires included questions related to methods of super­
vision, administrative practices, and interpersonal relations. 
The organizations were ranked by consensus judgment of qualified 
personnel in the regional office with respect to how well each 
organization was accomplishing its objectives, msJcing allowances 
for unfavorable conditions beyond the control of forest manage­
ments. Average dimension scores were ainalyzed statistically with 
relation to the ramk-order criterion of forest effectiveness. The 
ainalysis showed that supervisors of the more highly rated forest 
organizations were; 
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1. more democratic with their top assistants, 
allowing them greater participation in run­
ning the organization. 
2. more likely to interact socially with their 
top subordinates. 
3. more likely to share information with their 
top subordinates. 
4. more sympathetic in dealing with their top 
subordinates etnd their personal problems. 
5. less critical of top subordinates azid their 
work. 
6. more critical of certain high administrative 
policies. 
7. more willing and able to help top subordinates 
in their work. 
8. lower on longevity factors. 
In addition, the supervisors of the more highly rated forest 
organizations were less aloof, younger, and newer at the business 
of forest administration. 
An item analysis was made of the items in each questionnaire 
using the upper nine versus the lower nine forests. The results 
were not statistically significant. Average mean scores were also 
computed for each organization, and the organizations were grouped 
into high, medium, and low categories. The researchers (1952:317) 
r^ort, "The differences between these meaais were conçjared to the 
vairiability of forest-dimension scores with the three groups by 
means of the eplison technique .... (The %>silon coefficients 
were not significant for items in the district rajnger question­
naire, Arm, B, the two field service, and the clerical questionnaires, 
but they were significant for items in the forest supervisor, top 
line-staiff, eind technical questionnaire)". 
Comrey et ^1. (1952:309) avoided the dilemma of inconsistent 
evaluation criteria by defining organizational effectiveness as 
the enumeration of steps tciken to obtain the numerical ratings 
employed. While goals are in^lied, the researchers did not limit 
their criteria to the attainment of official goals, 
Mahoney (1967) reported findings from a study of the effec­
tiveness of 283 subordinate orgajiizations in 13 companies. He 
used 114 characteristics considered to be adequate criteria of 
effectiveness. The orgsmizations studied ramged in size from 175 
to over 10,000 employees. The managers in these organizations were 
given questionnaires to complete. Each mainager was asked to apply 
his own concept of organizational effectiveness. Measures of effec­
tiveness were obtained by use of a nine-point scale. Factor ainalysis 
of the data resulted in a structure of eighteen factors accounting 
for 65 percent of the variaince in the 114 variable descriptions of 
the organizations. The original 114 variables were reduced to 24 
basic dimensions of effectiveness. 
Madioney believes that top officials are the best sources for 
the identification and assessment of organizational goals. By 
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report, "The differences between these meaois were compared to the 
variability of forest-dimension scores with the three groups by 
meauis of the eplison technique .... (The %)silon coefficients 
were not significemt for items in the district rajiger question­
naire, Arm, B, the two field service, and the clerical questionnaires, 
but they were significant for items in the forest supervisor, top 
line-staff, cind technical questionnaire)". 
Comrey ^ t ^ 1. (1952:309) avoided the dilemma of inconsistent 
evaluation criteria by defining organizational effectiveness as 
the enumeration of steps taken to obtain the numericaJ. ratings 
employed. While goals are implied, the researchers did not limit 
their criteria to the attainment of official goals. 
Mahoney (1967) reported findings from a study of the effec­
tiveness of 283 subordinate orgemizations in 13 companies. He 
used 114 characteristics considered to be adequate criteria of 
effectiveness. The orgamizations studied ranged in size from 175 
to over 10,000 employees. The managers in these organizations were 
given questionnaires to complete. Each manager was asked to apply 
his own concept of organizational effectiveness. Measures of effec­
tiveness v/ere obtained by use of a nine-point scale: Factor analysis 
of the data resulted in a structure of eighteen factors accounting 
for 65 percent of the variajice in the 114 variable descriptions of 
the organizations. The original 114 variables were reduced to 24 
basic dimensions of effectiveness. 
Meihoney believes that top officials are the best sources for 
the identification and assessment of organizational goals. By 
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allowing managers to define goals and effectiveness criteria 
themselves, he feels that the bias effect of outside observers 
is reduced. In his own words, Mahoney (1967:77) states; 
Most discussions of organizational effec­
tiveness in the literature tend to be norm­
ative; they suggest criteria vAiich are pre­
scribed by outside observers. These criteria 
may or may not be related to goals actually 
sought by business organizations. Business 
managers' judgments about organizational 
effectiveness presumably reflect their beliefs 
atout variables related to the achievement of 
organizational goals. 
Mahoney's observations are similar to those mads by Price 
(1971) and Yuchtman and Seashore (1967). All imply that key orga­
nizational personnel are the most valid sources of information con­
cerning organizational goals. They feel this is so because key 
officials are more likely to have a mental image of the extent to 
which the organization approximates the ideal goal(s). Key offi­
cials make the major decisions and allocate most of the resources 
of the organization, so they should be able to provide firsthand 
information about how the organization seems to be doing. 
Similar to Litterer (1965:139), Mahoney (1967:83) suggests 
that a distinction be made between short -and long-run goals. 
Since long-run goals are typically the ultimate goals of the orga­
nization, it is impossible to assess their effectiveness in the 
short run. To avoid this problem, Mahoney recommends the use of 
mid-range criteria. These mid-range criteria may be conceptualized 
on the basis of their relationships with ultimate achievements. 
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Actually, Maihoncy lists three orders of criteria for distinguishing 
between short- and long-run goals. First-order criteria include 
productivity and output indicative of goal achievement and essen­
tial to the achievement of ultimate goals; second-order criteria 
include such things as reliability of performance aoid initiative 
considered necessary to achieve first-order criteria; and third-
order criteria include such factors as supervisory style and em­
ployee attitude. Third-order criteria are further removed from 
ultimate goal achievement, yet they are viewed as contributing 
to higher-order criteria (Mahoney, 1967:83). Mahoney says: 
Managers view efficient performance as a 
first-order criterion, the dimension of 
organizational effectiveness which most 
closely approximates the achievement of 
ultimate goals. Mutual support and uti­
lization of personnel within the organi­
zation are viewed as second-order criteria 
which are so closely related to perform-
emce that they are considered equivalently 
in judging effectiveness. 
Consistent with the hierarchical model of effectiveness, Mahoney's 
study implies that managers assign different degrees of inçîortance 
to effectiveness criteria identified. Goals receive a considerable 
cimount of attention, but they do not receive exclusive attention. 
Mcihoney's findings show how the numerous criteria referred to 
in the literature on organizational effectiveness can be reduced to 
a smaller number v. " basic dimensions. The original 114 variables 
he identified were reduced to the following 24 dimensions of 
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effectiveness.^ 
1. Flexibility - Willingly tries out new ideas aaid sug­
gestions ready to tackle unusual prob­
lems (Adaptation) 
2. Development - Personnel participate in training cind 
development activities, high level of 
personal competence and skill (Soc­
ialization) 
3. Cohesion - Lack of complaints and grievances, conflict 
among cliques within the organization 
(Integration) 
4. Democratic supervision - (Integration) 
5. Reliability - Meets objectives without necessity of 
follow-up and checking (Goal attain­
ment/Integration) 
6. Selectivity - Doesn't accept marginal employees un­
loaded by other orgainizations (Selec­
tivity) 
7. Diversity - Wide rainge of job responsibilities and 
personnel abilities within the organi­
zation (Integration) 
8. Delegation - High degree of delegation by supervisors 
(Integration) 
9. BaxgadLning - Rarely bargains with other organizations 
for favors and cooperation (Adaptation) 
10» Results emphasis - Results, output, and performamce 
emphasized, not procedures (Goal attain­
ment) 
11. Staffing - Personnel flexibility among assignments 
development for promotion from within the 
organization (Integration) 
12. Coordination - Coordinates and schedules activities 
with other organizations, utilizes staff 
assistcuice (Integration) 
1 Terms in parentheses added. 
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13. Decentralization - Work amd procedural decisions are 
delegated to lowest levels (Integration) 
14. Understanding - Organization, philosophy, policy, 
directives understood and accepted by 
all (Latency) 
15. Conflict - Little conflict with other organizations 
about authority, failure to meet respon­
sibilities (Adaptation) 
16. Personnel planning - performance is not disrupted by 
personnel absences, turnover, lost time 
(Integration) 
17. Supervisory backing - Supervisors back up their subordi­
nates (Latency) 
18. Planning - Operations are planned amd scheduled to avoid 
lost time, little time spent on minor 
crises amd "putting out fires" (Integra­
tion) 
19. Cooperation - Operations are scheduled amd coordinated 
with other organizations, rarely fails 
to meet responsibilities (Adaptation) 
20. Performamce - Support-Utilization-Efficient perform-
amce, mutual support amd respect of super­
visors amd subordinates, utilization of 
personnel skills a«d abilities (Goal at­
tainment/Integration ) 
21. Communication - Work information and communications flow 
freely within the orgamization (Communi­
cation) 
22. Turnover - Little turnover from inability to do the 
job (Integration) 
23. Initiation - Initiates improvements in work methods and 
operations (Adaptation) 
24. Supervisory control - Supervisors are on top of things, 
know how performamce is progressing (Goal 
attainment) 
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The terms in parentheses show how the 24 dimensions of 
Mahoney's study can be reduced further by subsuming them under 
the four functional imperatives of social systems. Most of the 
basic dimensions refer to the problem of integration; and two, 
selectivity aoid communication, are used as independent concepts 
in this dissertation « 
In a third study, Friedlander and Pickle (1968) reported 
findings from a sample of 97 small business organizations. The 
purpose of their study was "to ej^lore the concept of total orga­
nizational effectiveness by examining relationships between internal 
and external systems of effectiveness (1968:293). Effectiveness 
was defined as "the degree to which the needs of components were 
fulfilled (or satisfied) in their transactions with the organiza­
tion," The research focus was on the degree of interd^endence 
in the satisfaction of components. Small organizations were 
selected so the relationships existing among components could be 
more adequately explored. Each of the organizations had only one 
level of maoiagement, which is similair to the unit of ainalysis in 
the present study. 
The final sample consisted of fifty-four retail establish­
ments, twenty-six service establishments, eight wholesale estab­
lishments, six manufacturers, and three extraction firms (Fried-
lander auid Pickle, 1968:294-295) . 
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The specific research focus was on five societal components 
believed essential for organizational survival. Suggestive of the 
input-output perspective of social systems, these components were 
(1) the community, (2) government, (3) customers, (4) suppliers, 
aind (5) creditors. Five types of employee fulfillment were 
measured within each orgemization, namely, (1) satisfaction with 
working conditions, (2) satisfaction with financial reward, (3) 
confidence in management, (4) opinion about immediate supervi­
sion, and (5) satisfaction with self-development. Each of these 
criteria has definite implications for the evaluation of farmer 
cooperatives in this dissertation. 
Friedlander and Pickle used questionnaires and interviews 
to obtain data for the measurement of each of the five societal 
components mentioned above. Correlation coefficients were com­
puted to dctsmine the relationship between variables, but find­
ings tended to be inconsistent. The relationships among the ex­
ternal components of the organizational system failed to show a 
definite pattern. Only five of the fifteen relationships tested 
were statistically significant. Customer satisfaction was corre­
lated positively with supplier and owner fulfillment. As pre­
dicted, a negative relationship was found between government and 
customer. 
While not neglecting goals, Friedlander and Pickle (1968: 
301) warn of the adverse effects of placing too much emphasis on 
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goals. Also, they suggest that some consideration should be 
given to differences in the sizes of organizations. They 
believe larger organizations are in a better position to meet 
their objectives thaoi smaller orgainizations. 
Finally, Friedlander and Pickle tried to avoid the prob­
lems encountered when one uses satisfaction versus productivity 
as the means of evaluating organizational effectiveness. Rather 
than speak of productivity, they defined organizational effec­
tiveness as the extent to which all forms of energic return to 
the organization are maximized (1968:302). 
In a fourth empirical study, Georgopoulos and Tannenbaum 
(1957:537-538) used productivity, flexibility, and intra-orgami-
zational strain as measures of effectiveness in a delivery service 
organization. Questionnaires were used to obtain responses from 
both supervisory emd nonsupervisory personnel. Thirty-two stations 
were selected for study. Plemt managers, assistant managers, divi­
sion managers, and others presumed to have firsthamd knowledge of 
the stations served as raters. Effectiveness scores were obtained 
from different raters who assigned scores ranging from 1.0 for the 
highest possible indication of effectiveness to 5.0 for the lowest 
possible indication of effectiveness. The researchers found rank 
order correlations among criterion variables and orgemizational 
effectiveness to be statistically significsint to the ,05 level or 
better. Analysis of variance was used to further assess the pro­
ductivity criterion. Between station variamce was found to be far 
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greater than within station variance. An F-ratio of 5.82 was 
statistically significant at the .001 level (1957:540), 
Research findings confirmed Georgopoulos and Tajinenbaum's 
initiauL ejqiectation that the productivity criterion measure repre­
sents am organizational rather tham am individual level phenomenon. 
They believed, however, that results might vary from one station 
to amother. Consequently, they tested this possibility by perform­
ing similar amalyses of variances for each of four compamy plants 
represented in a saunple of twenty-seven stations. In each case, 
the between stations variance on productivity was significantly 
greater than the within station variance. 
In another enpirical study, Mulford et (1972) reported 
findings from am investigation of the effectiveness of normative 
orgamizations. The data analyzed were obtained from an earlier 
study of local Civil Defense orgamizations. The conceptual frame­
work followed in the evaluation of effectiveness was provided by 
Etzioni's compliance theory amd Parsons' functional prerequisites 
of social systems. Three concepts -- recruitment selectivity, 
socialization, and communication — were taJcen from Etzioni's 
works ; and four concepts — goal attainment, adaptation, integra­
tion, and latency — were drawn from Pair sons ' works to form the 
criteria of effectiveness. Statistical correlations and regres­
sion coefficients were used in the amalysis of the data. Multiple 
correlations were confuted to show the relationship between the 
independent amd dependent variables, amd the multiple values 
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were statistically significant for each at the .01 level (Mul-
ford et al., 1972:15). 
The foregoing discussion of past empirical studies of orga­
nizational effectiveness illustrated various criteria, approaches, 
and methods used to measure effectiveness. The two studies which 
most closely parallel the approach followed in this dissertation 
are the ones by Georgopoulos and Tannenbaum (1957) and Mulford 
et al. (1972). However, some indication of the utility of the 
social system approach in the assessment of effectiveness is 
implicit in each of the studies discussed. In addition to the 
selected studies discussed here, the writer will refer to other 
relevant studies later in this chapter. 
Orientations, Means, and Ends 
As stated previously, Iowa farmer cooperatives comprise 
the empirical referent for the dissertation research^ In view 
of the problematic, objectives, theoretical framework, and re­
view of findings from previous empirical studies, organizational 
effectiveness will be defined as the relationships between three 
independent and four dependent concepts. The independent concepts 
are recruitment selectivity, socialization, and communication; and 
the dependent concepts are adaptation, goal attainment, integra­
tion, and latency. The independent concepts are taken from 
Etzioni's (1961) compliance theory, wàiile the dependent concepts 
are borrowed from parsons (1956c). 
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A unique characteristic of this dissertation is the inclu­
sion of three particular concepts assumed to be positively related 
to effectiveness. ^ These concepts are orientations, meains, and ends 
(goals). Each of these concepts is present in each of the four 
dimensions of effectiveness, as will be illustrated in this section. 
To some degree each is explicit among the ind^endent concepts. 
Orientations, meems, and ends are also inç>licit in several of the 
studies mentioned previously in this dissertation. For example, 
orientations are clearly indicated in the five types of employee 
fulfillment mentioned by Friedlander aind Pickle (1968:294-295). 
The term "orientations^' refers to attitudes cooperative man­
agers hold toward themselves, other cooperative participants, ajid 
any situation or condition affecting the operation of farmer cooper­
atives. Sociologists generally agree that people are inclined to 
act on the basis of the perceptions they have of themselves and 
others with whom they share membership in groups. Litterer (1965: 
59) says, "Perceptions are of extreme importance to understanding 
orgamizational behavior, for people act on the basis of what they 
think they see or understaoid." Thus, it is logical to assume that 
the attitudes of cooperative mcinagers will be related to the ability 
of the organizations to solve the problems of adaptation, goal at­
tainment, integration, and latency. 
Both Etzioni (1961) and Parsons (1951) speak of orientation 
This is being pursued in greater depth in a more recent study 
of farmer cooperatives by sociologists at Iowa State University. 
87 
in their works, Etzioni (1961:4) says, "The orientation of the 
subordinated actor can be characterized as positive (commitment) 
or negative (alienation). ... We refer to this orientation as 
involvement in the organization." Elsewhere Etzioni (1961:141) 
refers to socialization as the process by which orientations are 
acquired. He borrows Parsons' (1951:205) definition that "Soc­
ialization refers to the acquisition of requisite orientations 
for satisfactory functioning in a role." Etzioni (1961:137) says 
communication is "a symbolic process by which the orientations of 
lower peurticipants to the organization are reinforced or changed." 
Means and ends axe closely associated with the traditional, 
or rational, approach to the evaluation of organizational effec­
tiveness. In farmer cooperatives, as in all formal organizations, 
the ends are usually stated sind the m earns for achieving them are 
consciously planned (Litterer, 1965:5). The relationship of means 
to effectiveness is implicit in Mahoney's (1967) list of effec­
tiveness criteria. In brief, means and ends receive considerable 
attention in works based on Weber's (1947) model of bureaucracy. 
Inasmuch as the criteria of effectiveness in this dissertation are 
based on Parsons' AGIL scheme. Table 3. below and the explanations 
that follow attempt to bring the relationships of orientations, 
means, aoid ends to effectiveness into clearer focus. Each of the 
four cells is affected by orientations, means, and ends. 
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Table 3.2. Orientations, Means, Ends and 
Organizational Effectiveness 
Adaptation 
Orientations towards adaptation 
Meaois for achieving adaptation 
Ends accomplished 
Integration 
Orientations towards integration 
Means for achieving integration 
Ends accomplished 
Goal Attainment 
Orientations towards goals 
Means for achieving goals 
Ends accomplished 
Latency 
Orientations towards latency 
Meems for achieving latency 
&ids accomplished 
In terms of adaptation, farmer cooperatives have long been 
faced with the necessity of having to adapt to both their physical 
and social environments. The physical environment consists of such 
external conditions as extreme variations in clisatic conditions 
(e.g., unusual amounts of rainfall, drought, etc.), and the social 
environment consists of such factors as major changes in economic 
conditions. The ability of farmer cooperatives to successfully 
adapt to environmental conditions is contingent upon several fac­
tors, including the following: the orientations of participeints, 
the procurement and allocation of human and nonhuman resources, 
the ability to compete with similair businesses in the trade area, 
and chamges in membership. 
Basically, goal attainment refers to the economic needs 
farmer cooperatives meet for their member-patrons. Satisfactory 
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goal atteuLnment requires an orgainizational structure in which 
participamts aire given adequate means for achieving the offi­
cially stated goals of the organization, as well as other non-
goal activities. This entails a system of socialization which 
provides participants with the skills, values, knowledge, and 
orientations necessary for satisfactory role performance, com­
mitment to the organization, aind integration. The influence of 
orientations on goal attainment may be seen in the orientations 
of cooperative mamagers toward profit or service. It is highly 
likely that managers who are profit-oriented will devote more 
time and resources to activities geared toward the maximization 
of profit them to providing services to member-patrons. Profit 
and service are not the only possible goals in fairmer cooperatives. 
For excunple, such ends as achieving participant satisfaction and 
the ability to make and implement major decisions are also pos­
sible ends. 
Integration refers to what happens inside the cooperative 
to maintain solidarity, social control, and stability. Logically, 
the orientations of cooperative managers can have a major effect 
on the extent to which the problem of integration is solved. Man­
agers who axe highly traditional and individualistic may be less 
democratic them mamagers who are highly rational amd altruistic. 
Thus, orientations appear related to integration. As for means and 
ends of integration in farmer cooperatives, exeimples include such 
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factors as the general orgainization of the cooperative and low 
rates of employee turnover, respectively. 
Finally, latency can also be evaluated in terms of orien­
tations, means, and ends. The attitudes (orientations) of managers 
and other key officials have a major influence on the commitment 
of lower paxticipauits to the cooperative. The means of solving 
the latency problem includes the use of incentive plains, sick 
leave policies, fringe benefits, and the like. The ends of 
latency include such outcomes as job satisfaction and continued 
participaint commitment to the orgamization. 
As intervening concepts, orientations, means, and ends are 
believed to be important factors affecting the achievement of each 
of the four criteria of effectiveness. 
Social Processes and Effectiveness 
Based on the relationships believed to exist between the 
independent and dependent concepts mentioned previously, a general 
assumption underlying this dissertation is "Selected social processes 
are related to orgamizational effectiveness." The selected social 
processes are the three independent concepts borrowed from Etzioni's 
(1961) conçjliaince theory. These social processes will be commented 
on briefly below, A more detailed ejqjlamation of the concepts is 
presented later in this chapter. 
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Recruitment Selectivity 
This is the process by which orgemizations choose from 
all available participants those they actually accept (Etzioni, 
1961:154). All formal organizations have certain requirements 
individuals must meet if they are to become active participants. 
For exaunple, persons seeking managerial positions in farmer co­
operatives may be accepted (or rejected) on the basis of such 
criteria as age, education, or farm ejqjerience» 
In this dissertation, recruitment selectivity will be 
broken down into two categories. The first category will focus 
on concepts suggesting actual criteria considered in the selec­
tion of cooperative managers, and the second category will focus 
on the percutions mainagers have toward themselves. Thus, the 
first category is behavioral, whereas the second is attitudinal. 
Socialization 
Socialization is a continuous process in all social inter­
action. It is the process by which organizational participants 
acquire the knowledge, skills, beliefs, orientations, and other 
qualifications necessary for satisfactory role performance. So­
cialization is also broken down into two categories. The first 
category includes the socialization experiences of cooperative 
managers, while the second category focuses on the means used by 
managers to develop their employees. 
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Communication 
Communication, like socialization, is essential in all 
social interaction. Sociologically, communication may be defined 
as the exchange of meaningful symbols in group situations. In 
this dissertation, the primary concern is with communication be­
tween cooperative managers and employees, and mamagers and member-
patrons. The concepts related to communication are also broken 
down into two categories. The first category deals with the means 
of communication, that is, whether communication is verbal, written, 
formal, informal, or a combination of these. The second category 
focuses on the amount of communication. A more detailed discussion 
of communication will be presented later in this chapter. 
The presumed relationships between recruitment selectivity 
(RS), socialization (S), communication (C), and effectiveness — 
goal attainment (GA), adaptation (A), integration (I), and latency 
(L) are presented in the diagram below. 
Diagram 1. Relationships between Selected Social 
Processes and Effectiveness 
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#4, 
NOTE: Straight lines imply cause, and curved lines 
imply relationship. 
Diagraim 1, (continued) 
Finally, the presumed relationship between the three selected 
social processes, the three intervening concepts, and the four cri­
teria of effectiveness are presented in the diagram below. 
Independent. 
Concepts 
1. Recruitment selec­
tivity 
^ Intervening 
Concepts 
Consensus with regard to 
"orientations"—Compliance 
Depen den t 
Concepts 
•Effectiveness 
Diagram 2. Relationship between Independent, Intervening, 
and Dependent Concepts 
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Independent 
Concepts 
Intervening 
Concepts 
Dependent 
Concepts 
2, Socialization 1. General values 
2. Organizational goals 
3, Communication 3. Means 
A G 
4. Participation agreements 
5. Performance obligations 
6. Cognitive perspectives 
I L 
Diagram 2. (continued) 
The relationships between the independent concepts and the 
criteria of effectiveness will be e^qjlained further in the following 
section. 
This section brings together the three social processes selec­
ted from Etzioni's compliauice theory cuia ttie four funcxional impera­
tives of social systems outlined by Parsons. The three conc^ts 
selected from Etzioni's theory (recruitment selectivity, socializa­
tion, emd communication) will be viewed as independent concepts; 
while the four functional imperatives that form Parsons' AGIL 
scheme (adaptation, goal attainment, integration aind latency) will 
be treated as dependent variables. The four functional imperatives 
will form the criteria of effectiveness. In assessing effective­
ness, the primary concern will be with the relationship between the 
independent and dependent concepts. Thus, this section investigates 
Derivation of Hypotheses 
Introduction 
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the relationship between the three social processes and the 
criteria of effectiveness. An attempt will be made to establish 
whether or not each of the independent concepts is logically 
related to each of the dependent concepts and, if so, to deter­
mine the nature of the relationship. 
Most studies of organizational effectiveness imply the 
presence of at least one of the functional imperatives, but 
researchers rarely focus on all four simultsmeously. For 
instance, some studies focus explicitly on goal attainment 
and/or adaptation while overlooking the internal problems of 
integration or latency. Parsons (1956^) maintains that each 
of these four functional prerequisites must be met to a minimum 
degree if an organization is to survive cind be effective. So 
far, the only empirical tests of Parsons' notions are the studies 
by Mulford et al. (1972) and Padgitt (1972). Consequently, one 
seldom finds the four functional imperatives being referred to 
directly in the literature. Therefore, the supporting rationale 
for the hypotheses to be derived will, in some instances, be 
based on logical inferences. 
In 1972, Padgitt tested the relationship between selec­
tivity, socialization aaid communication smd the four functional 
prerequisites in a normative organization. One of the general 
hypotheses stated in her study was (Padgitt, 1972:12): "There 
is a positive relationship between the multiple conceptual 
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elements (adaptation, goal attainment, integration, and latency), 
Padgitt (1972:36) also reported significant positive correlations 
between selectivity, socialization, communication, and organiza­
tional effectiveness (adaptation, goal attainment, integration, 
amd latency). All but one of the zero-order correlations was 
significant at the .01 level. The one exception, the relation­
ship between recruitment selectivity and a single measure of 
latency, was significamt at the .05 level. Findings supported 
the multiple goals approach to organizational effectiveness 
(Padgitt, 1972:31). Thus, a general assumption in this disserta­
tion is: 
There is a relationship between recruitment selectivity, 
socialization, communication said organizational effectiveness (goal 
attainment, adaptation, integration, and latency). The supporting 
rationale underlying this assumption is pointed out in the follow­
ing pages. 
Recruitment selectivity 
Recruitment selectivity refers to the criteria by which an 
organization selects from its potential participants those which 
it actually recruits (Etzicni, 1961:154). Every orgai-ligation must 
find replacements for members who leave or persons to fill new 
positions created by expansion or role redefinition. Some stand­
ards must be established to determine who is to be accepted into 
the organization and who is to be rejected by the organization. 
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In many instances, the number of persons seeking positions in 
organizations exceeds the demands of the organization, so 
Etzioni (1961:154) defines recruitment selectivity in terms of 
the ratio of actual participants over potential participants. 
Recruitment selectivity is an important factor to consider 
in the evaluation of organizational effectiveness. Selection 
stem dards cam have considerable influence on role performamce. 
Whether the staoidaords are written or unwritten, the minimum 
qualifications potential participants are expected to meet do 
exist. However, in some organizations, the formal qualifications 
might be more rigidly adhered to tham in others. Nevertheless, 
the process of selectivity exists. 
Weber (1947:329-341) recognized the inç>ortcuice of recruit­
ment standards in his classical study of bureaucracy. He noticed 
that one of the major characteristics of bureaucratic organiza­
tions was appointment to office on the basis of qualifications. 
But, the requirement for minimum qualifications is not limited 
to bureaucratic officials. It holds true for lower participants 
as well, even though the minimum qualifications may not always 
be clearly defined. However, selection stem dards tend to be 
more rigid for key officials. In general, the higher individuals 
are in the organization, the higher the requirement for entry 
into the orgaaiization. When key officials leave the organization, 
their successors must possess the necessary skills and knowledge 
to keep the org amization going. In some instances, replacements 
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are recruited from ranks within the organization. For exaiiq>le, 
Wilson (1942) reported that meoiy college presidents had been 
recruited from the ranks of professors. 
Etzioni (1961:151) recognizes differences in recruitment 
practices between the three types of organizations he classified. 
He suggests that recruitment selectivity has only a limited impact 
on the organization. It affects only the initial involvement of 
participants, because organizational socialization, communica­
tion, and esqperience of participation may change the actor's 
involvement greatly after recruitment (Etzioni, 1961:152), 
Etzioni (1961:159) asserts that selectivity and sociali­
zation can substitute for one ainother. Where selection criteria 
aire high, there is little need for additional socialization once 
a person becomes a member of the orgarnization. However, selec­
tion is based on the qualification prerequisites for entry into 
the orgsinizarion. Once xhey enter the orgauiization, partici­
pants axe given organizational socialization to bring the qual­
ities they already possess more in line with those of the orga­
nization. The object is to ensure satisfactory performaince of 
orgainizational roles (Etzioni, 1964:70). 
Mulford et al. (1968:74) found selectivity aind socializa­
tion to be positively correlated with formal goal attainment in 
normative organizations. When selectivity was low there was a 
significant relationship between socialization and goal attainment, 
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but socialization was most effective under conditions of medium 
selectivity. 
Sherlock and Morris (1967:27-46) reported findings from a 
seven-year study of dental students as they progressed from 
pre-dental training through their first year of practice. The 
three foci of their study were recruitment, socialization auid 
professional outcomes. They developed a paradigm which implies 
that both recruitment selectivity and socialization contribute 
directly to each of the four functional prerequisites of social 
systems (1967:29). Support is also given to Etzioni's (1961) 
assertion that socialization and recruitment selectivity can on 
occasions substitute for one another. The authors write (Sher­
lock and Morris, 1967:29): 
Selection is the process of recruiting candi­
dates having requisite characteristics by 
meaois of initial evaluation procedures and 
the subsequent attrition of students. There 
are several purposes of selection as a social-
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access to a profession by limiting entry to 
the best qualified. A secondary purpose, 
often overlooked, is to increase the motiva­
tional and commitment on the part of those 
students who, by virtue of being selected, 
feel singularly fortunate. 
The secondary purpose referred to can be interpreted within the 
framework of Parsons' concept of latency. 
In general, economic organizations tend to be comparatively 
high in recruitment practices. New participants are selected 
after they have received the prerequisite socialization in out­
side organizations such as vocational schools said universities. 
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Selection procedures often involve the use of special screening 
devices such as examinations, psychological tests, or condi­
tional acceptance such as probation periods (Etzioni, 1964:69). 
Careful selection is preferred to the task of having to provide 
organizational socialization for those recruited (Etzioni, 
1964:70). Coercive aind normative organizations, on the other 
hauid, must provide more orgainizational socialization. 
Recruitment selectivity cam be simple or complex depending 
on the characteristics of the orgainization in question (Yoder, 
1965:299), While it is in some ways related to each of the four 
functional imperatives, selectivity appears most related to the 
problem of adaptation. Padgitt (1972:37) found the highest cor­
relation between recruitment selectivity and the four functional 
inperatives to be between recruitment selectivity and adapta­
tion (r=.331). Yoder (1965:299) sees recruitment as a staffing 
process. He says, "The staiffing problem cannot be entirely di­
vorced from the process of development and training." This im­
plies a relationship between adaptation and recruitment selec­
tivity as well as between adaptation and socialization. 
Parsons (1960:78) says all social systems are confronted 
with the problems of procurement emd disposal. The procurement 
problem deals with obtaining the necessary personnel and facil­
ities for goal attainment and adaptation, while the disposal prob­
lem deals with the output of one system to other systems. 
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In view of the foregoing discussion, a major hypothesis 
is: G.H, I: There is a relationship between recruitment 
selectivity and the four functional prerequisites of social 
systems. The presumed relationships of the supporting hypotheses 
are: 
1. There is a positive relationship between 
recruitment selectivity auid goal attainment. 
2. There is a positive relationship between 
recruitment selectivity and adaptation. 
3. There is a positive relationship between 
recruitment selectivity and integration. 
4. There is a positive relationship between 
recruitment selectivity auid latency. 
Soc ializat ion 
While Parsons and Shils (1962:227), Loomis auid Loomis 
(1961), Homems (1950), aind Caplow (1964) have given considerable 
attention to socialization in formal organizations, the focus of 
this dissertation is on Etzioni's use of the term, Etzioni (1961: 
141) defines socialization as "the acquisition of the requisite 
orientations for satisfactory functionings in a rcis." Etzioni 
uses the term "orientations" in his definitions of both socializa­
tion (1961:141) and communication (1961:137). These orientations 
appear to be closely related to the six consensus spheres he iden­
tifies. Etzioni (1961:128) states that, "Studies of consensus 
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inquire into the degree to which the cultural orientations of 
various individuals or groups are congruent," He mentions spe­
cifically consensus on (1) values, (2) organizational goals, 
(3) means, (4) participation in the organization, and (5) cog­
nitive processes (1961:129-130)» 
Socialization is present in all social interaction. It 
is the general process which enables individuals to acquire knowl­
edge, skills, values, beliefs, norms, aind other characteristics 
necessary for adjustment to aoid role performance in various groups 
Caplow (1964:169) states: 
The organizationally directed process that 
prepares aoid qualifies individuals to occupy 
orgamizational positions is called socializa­
tion. It may be visualized as continuous, 
since the behaviors appropriate to an organi­
zational position are not acquired once and 
for all when the position is assumed but are 
learned and relearned throughout the length 
of a career, 
E^qjerience and training provide the bases for socialization 
Socialization may be formal or informal, adequate or inadequate, 
and instrumental or esqjressive. Formal socialization is more 
characteristic of economic organizations thcui of coercive orgeuii-
zations, but it is less intensive in economic organizations them 
it is in normative orgeinizations (Etzioni, 1961:144 and 150). 
Etzioni (1961:144) says much of the formal socialization in eco­
nomic organizations is provided by external comparatively auton­
omous, social units such as vocational schools and colleges. Yet, 
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socialization continues sifter members are accepted into orgaaii-
zations. Some organizations even provide formal training prograaas 
to more effectively develop the skills and orientations needed by 
participants in the organization. Another characteristic of so­
cialization in economic organizations is that it tends to be more 
instrumental thaoi expressive. Compared with normative organiza­
tions, there is less need for expressive socialization in eco­
nomic organizations. Ejqjressive socialization is more prevalent 
in normative organizations where there is a high degree of com­
mitment on the part of the pairticipants. 
Some of the functions of socialization are implicit in 
Silverman's (1970:55) statements. He says: 
The ejqjlanation of the integration of the 
individuals and groups into aui organization 
is to be found ultimately. Parsons main­
tains, in the value-system of the society 
as reflected in the goal of the organization. 
This structures the way in which roles are 
defined in such a way as to be appropriate 
to the expectations which organizational 
members bring to their work. These processes 
are derived from the processes of socializa­
tion and internalization of norms. 
There are norms, values and activities associated with each of 
the effectiveness criteria in this dissertation. These norms, 
values, and activities are dependent upon some form of socialization. 
Dobriner (1969:113) recognizes the part socialization plays 
in ensuring that orgajiization members become aware of the ideology 
(latency), norms (integration), emd values (goal attainment. 
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adaptation, integration, aind latency) of the system. He implies 
that a considerable amount of attention must be devoted to aqppro-
priate socialization if actors ore to be more fully integrated 
into an organization. The close linkage between socialization 
and organizational goals amd values is also inç>licit in a study 
by Hills (1969:88). 
Brim and Wheeler (1966) hint at the different kinds of so­
cialization actors must have if am organization is to be effec­
tive. They distinguish between "role" socialization and "status" 
socialization. Role socialization refers to the training and prep­
aration for the performance of specific tasks. On the other hand, 
status socialization "refers to a broader pattern of training de­
signed to prepare the recruit to occupy a generalized status in 
life with its associated life styles (Brim and Wheeler, 1966:70)." 
Wheeler (Brim êind Wheeler, 1966:87) seems to support Etzioni's 
argument that socialization and recruitment selectivity can serve 
as substitutes for one ainother. He says "only certain portions 
of the socialization progrsun are typically required of all re­
cruits. Other parts are presumed to be relevant or to be needed 
by only a segment of the population." In general, he inç>lies 
the existence of a direct relationship between socialization and 
goal attainment, adaptation, and integration. 
Padgitt (1972:37) found socialization to be positively cor­
related with organizational effectiveness (goal attainment, adap­
tation, integration, and latency) at the .01 level. An earlier 
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study by Mulford _et ai. (1968) also shows socialization to be 
positively and significantly related to the achievement of 
formal goals (role performamce) in normative organizations. 
Based on the foregoing discussion, a second general hypoth­
eses of this dissertation is: 
G.H. II: There is a relationship between socialization 
auid the four functional imperatives of social systems. The pre­
sumed relationships of the supportive hypotheses are: 
5. There is a positive relationship between 
socialization and goal attainment. 
6, There is a positive relationship between 
socialization and adaptation. 
7, There is a positive relationship between 
socialization and integrationo 
8. There is a positive relationship between 
socialization and latency. 
Communication 
Some kind of communication is present in all social situ­
ations. Without communication social life among human beings 
would be impossible. All interaction aimong humans is made pos­
sible through the exchange and interpretation of meaningful symbols. 
Etzioni (1961:137) defines communications as "a symbolic process 
by which the orientations of lower participamts to the organization 
are reinforced or changed." In the study of formal organizations. 
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both formal and informal communication become important. Both 
are present to some degree in all organizations and should be 
considered in the study of organizational effectiveness. In 
formal organizations, communication is thought to flow through 
clearly defined channels and to be limited to the transaction 
of official organizational tasks. This merely depicts the ideal 
type of organizational structure. In reality, it lacks support, 
for much informal unofficial communication occurs at various 
organizational levels. 
Some writers argue that to understand communication is to 
understand the organization in which it occurs. According to 
Rubenstein aaid Haberstroh (1966:368), "the essence of organiza­
tional behavior is communication." According to Litterer (1965: 
256), communication is so important that if one could identify 
all of the chainnels of communication conveying information and 
the means by which information influences the behavior of ths 
organization he would come close to understanding the organiza­
tion itself. Etzioni (1961:137) writes: 
The study of communication in organizations 
is of special import because of large size, 
high degree of complexity, strain toward 
effectiveness, and elaborate control struc­
ture of orgêinizations all require extensive 
networks and roles and mechanisms devoted 
to the flow of communication. 
In addition, Etzioni (1961:138) states that communication 
may be instrumental or expressive, and it "may flow vertically or 
horizontally in the rank structure, cOid vertical communication 
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may flow upward or downward." As to the amount of communication 
required for effective operation, Etzioni (1961:138) says it 
depends on the scope and effectiveness of the socialization 
process. 
Parsons (1960:271) says there is no such thing as good or 
bad communication. Communication can be adequate or inadequate, 
effective or ineffective; or complete or incomplete. It helps 
to coordinate behavior. "This coordination, however, is achieved 
through interpersonal communication (Parsons, 1960:274)«" This 
statement implies a relationship between communication and inte­
gration. Litterer (1965:275-276) also implies the relationship 
between communication amd integration when he says both the divi­
sion of labor and organizational rules influence the patterns 
of communication. Rubenstein and Haberstroh (1966:374) state, 
"The process of leadership, control and evaluation, aind decision-
maJcing axe all heavily d^ en dent upon communication." The inçjli-
cations here are that communication is directly related to goal 
attainment, adaptation, and integration. 
Yoder (1965:87, 556, and 653) implies the relationship 
between communication and the functional imperatives. He cites 
ccs2=unication as ens of four independent variables related to; 
(1) maucimum achievement of various orgamizational goals (goal at­
tainment), and (2) continuity and persistence of the orgainization 
(adaptation) (1965:87). He also sees communication as the force 
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which binds orgamizational members together (1965:556), thus, 
implying integration. In addition, Yoder (1965:563) discusses 
the relationship between communication amd morale, thus imply­
ing the linkage between communication and latency. 
Although much has been written about communication in 
orgemizations, there is some indication that the relationship 
of communication to orgamizational behavior has been obscured 
by a lack of theory as well as limited research. Research in 
communication has lagged behind studies focusing on other aspects 
of orgamizational behavior (Guetzkow, 1965:569), Caplow (1964: 
252) states, "What is wishfully called the theory of communica­
tion remains so far in a fragmentary state," 
The writer knows only two empirical studies which have 
exeunined the relationship between communication and organizational 
effectiveness directly, Mulford et aJL, (1972) found communication 
to be correlated with fontial goal attainment at the .01 level. 
Padgitt (1972:37) found communication to be correlated with goal 
attainment, adaptation, integration, amd latency at the .01 level 
in a study of a normative organization. 
In view of the foregoing discussion, a general hypothesis 
is: G.H, III: There is a relationship between communication amd 
the four functional imperatives of social systems. The presumed 
relationships are: 
9. There is a positive relationship between 
communication amd goal attainment. 
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10. There is a positive relationship between 
communication amd adaptation. 
11. There is a positive relationship between 
communication and integration. 
12. There is a positive relationship between 
communication and latency. 
Relationships between Independent Concepts 
Etzioni's suggestion that socialization and recruitment 
selectivity can substitute for one another implies the existence 
of a positive relationship between the two concepts. According 
to Etzioni (1961:158), "If participants are given the appropriate 
socialization before they enter the organization, there will be 
less need to provide orgsutiizational socialization once they are 
recruited." Etzioni (1961:138) also maintains that certain types 
of socialization can substitute for certain types of communica­
tion. He states, "Not only can technical training substitute 
to some degree for the flow of information; internalization of 
criteria for decisions through expressive socialization can also 
partially replace directives or expressive communication," How­
ever, expressive communication is more characteristic of norma­
tive organizations thaui of coercive or economic organizations. 
Furthermore, Etzioni (1961:149) argues that "Utilitariain orgaini-
zations tend to rely on autonomous external units for both instru­
mental (e.g., vocational training) and ejqjressive (e.g., motiva­
tion to work) socialization." 
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Relationships between dependent concepts 
Since Parsons e^ (1961:38) see the four functional pre­
requisites as imperatives in any social system, the question arises 
as to how they are related to each other. Much has been written 
or inferred about the relationship between adaptation and goal 
attainment, but less attention has been given to the interre­
lations of each of the four criteria of effectiveness. Thus, 
another objective of this dissertation is to determine the rela­
tionship between the four concepts in an economic organization. 
Parsons et (1961:38) say the focus of latency lies in the 
structural category of values. Values auce implicit in the goals 
pursued by social systems. This suggests a direct relationship 
between latency auid goal attainment. Parsons et al. (1961:40) also 
imply a direct relationship between integration amd goal attain­
ment when they state: 
The functional problem of integration concerns 
the mutual adjustment of...'units' or subsystems 
from the point of view of their contribution to 
the effective functioning of the system as a 
whole. This, in turn, concerns their relation 
to the pattern-maintenaince problem, as well as 
to the external situation through the processes 
of goal-attainment amd adaptation. 
However, there is some indication that latency does not always con­
tribute directly to goal attainment. At times, latency and goal at­
tainment involve divergent emphases. According to Parsons et al. 
(1953:190), goal attainment and latency "designate antithetical, i.e., 
independent directions of the disposal of the inflow of motivational 
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energy into the system." This suggests a low order or near zero 
correlation between the two concepts» According to Carzo and 
Yanouzas (1967:246), however, there should be a direct relation­
ship between variables indicative of latency and goal attainment. 
They state: 
Individual and group participants will con­
tribute to organizational goals as long as 
they receive personally satisfying induce­
ments in return for their contributions or, 
in other words, as long as they satisfy 
their personal goals by helping the formal 
organization accomplish its goals» 
In this case, the writer feels there will be a low to moderate 
positive relationship between latency and goal attainment» 
Inç)lications of the relationship between goal attainment, 
adaptation, aoid latency are found in a study of delivery service 
organizations by Georgopoulos and Tannenbaum (1957). They found 
significant correlations between station productivity, station 
inter-group strain, and station flexibility as criteria of effec­
tiveness (1957:538), In another study, Mulford et al. (1972:12-13) 
rq)orted significant intercorrelations between goal attainment, 
adaptation, integration and latency. The average inter-item cor­
relation was .43. In fact, all zero-order correlations were sig­
nificant at the .01 level. 
Morse (1961:115) implies the existence of a positive rela­
tionship between variables indicative of adaptation, integration 
and latency. He states, "The relation of adaptation and integration 
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to system-maintenance is the precise inverse of their rela­
tion to task performance," In addition, Morse sees a direct 
relationship between variables indicative of adaptation, goal 
attainment, and integration. He puts it this way; 
Integration is the process of achieving and 
maintaining appropriate emotional and social 
relations (a) among those directly coopera­
ting in a goal-attainment process, aind (b) in 
a system of action viewed as a continuing 
entity. The integrative problem is that of 
holding cooperating units in line, of creating 
aaid maintaining 'solidarity', despite the 
emotioneLl strains involved in the process of 
goal attainment and the memner of sharing 
the fruits of cooperation. 
Thus, a fourth general hypothesis is; 
G.H. IV; There is a relationship between each of the four 
functional imperatives of social systems. The presumed rela­
tionships are: 
13. There is a positive relationship between 
goal attainment and adaptation. 
14. There is a positive relationship between 
goal attainment and integration. 
15. There is a positive relationship between 
goal attainment and latency, 
16. There is a positive relationship between 
adaptation and integration. 
17. There is a positive relationship between 
adaptation amd latency. 
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18. There is a positive relationship between 
integration and latency. 
Finally, the relationships predicted in, this section are 
not intended as the basis for establishing causation. Instead, 
they represent am attenç>t to establish the nature of the rela­
tionship presumed to exist between the various concepts. The 
primaury concern is with the relationship between the three con­
ceptual processes — recruitment selectivity, socialization and 
communication — auid the criteria of effectiveness — goal attain­
ment, adaptation, integration and latency. The three processes 
are assumed to contribute to organizational effectiveness, but 
they ajre not assumed to be the causes of orgemizational effective­
ness. 
Zetterberg (1965:69-71) provides a conceptual scheme by which 
additional insight may be geôned into the hypotheses stated above. 
He lists five ways of examining the linkages between concepts once 
they have been stated as propositions. There are two alternatives 
for each. The alternatives are: 
1. Reversible versus Irreversible (If X, then Y; emd If 
Y, then X) or (If X, 
then Y; but if Y, then 
no conclusion about X) 
2. Deterministic versus Stochastic (If X, then always Y) 
or (If X, then probably 
Y) 
3. Sequential versus Coextensive (If X, then later Y) or 
(If X, then also Y) 
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4. Sufficient versus Contingent (If X, then Y, regaard-
less of auiything else) 
or (If X, then Y, but 
only if Z) 
5. Necessary versus Substitutable (If X, and only if X, 
then Y) or (If X, then 
Y; but if Z, then also 
Y) 
In this scheme, X refers to the ind^endent concept, Y to 
the dependent concept auid Z to other variables which may be sub­
stituted or which must also be present « Based on Zetterberg's 
scheme, the major linkage patterns between the hypotheses derived 
in this section are: irreversible, stochastic, contingent auid neces­
sary. Price (1968:8-12) also follows Zetterberg's format for 
establishing the linkage patterns of propositions. Price (1968: 
12) says, "This inventory assumes, unless otherwise indicated, 
that its linkages are reversible, stochastic, sequential, contin­
gent and substitutable." 
This section was devoted to the derivation of general and 
supportive hypotheses. The primary focus was on the relation­
ship between three essential social processes (selectivity, so­
cialization, and communication) and effectiveness (goal attain­
ment, adaptation, integration, and latency). However, the rela­
tionships between items forming the criteria of effectiveness 
were also hypothesized. In addition, Zetterberg's (1965) scheme 
was used to ascertain the general linkage patterns between the 
hypotheses. The final section of this cheater will be devoted 
to nominal definitions of the major concepts. 
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Siimmary of nominal definition of 
dependent and independent concepts 
Zetterberg (1965:30) suggests that definitions be used 
only when and to the extent that they maJce it possible to say 
something more easily and clearly them would otherwise be the 
case. He says, "a nominal definition is a suggestion to name 
a phenomenon in a given way without implying aaiything about the 
scientific propositions relating to this phenomenon" (Zetterberg, 
1965:40). In this case, the seven major concepts will be de­
fined below. 
First, goal attainment (Y^) is the culminating phase of 
a sequence of preparatory activities (Parsons et al.. 1953:184). 
Parsons (1960:17) later esqjamds this definition by stating: 
The attainment of a goal is defined as a rela-
tion between a system... and the relevaait parts 
of the external situation in which it operates. 
This relation can be conceived as the maximi­
zation, relative to xhe relevant conditions 
such as costs aoid obstacles, of some category 
of output of the system to objects or systems 
in the external situation. 
This expamsion of the original definition includes one term which 
may be questioned. Instead of "maximization", the goal of some 
social systems may be the "optimization'' of system output. The 
goal attainment problem may be conceptualized as the mobilization 
of resources for the achievement of the organizational goals. 
Second, adaptation (Yg) is the process by which a social 
system acquires the necessary human and nonhumam resources needed 
fot goal attainment (Parsons, 1960:48-49) and latency (Morse, 
116 
1961:114). Price (1968:62) infers that adaptation is the degree 
to which an orgainization is flexible. Parsons et al. (1953: 
183) state, "Successful adaptation involves (a) an accommoda­
tion of the system to inflexible 'reality demands', eind (b) an 
active tramsformation of the situation external to the system»" 
Third, integration (Yg) refers to those activities that 
facilitate social control, solidarity coordination, emd stabil­
ity within the system. It is a set of relations among internal 
units of a system which help to retain and reinforce the system's 
boundary maintenance (Parsons et al., 1953:1853-188). Integra­
tion may be further defined as the mutual adjustments of units 
said subsystems within a system from the point of view of their 
contribution to the effective functioning of the system as a 
whole. 
Fourth, latency (Y4) refers to the activities necessary 
for the maintenance of motivational and cultural patterns within 
a system (Blau and Scott, 1962:38). It consists of those activ­
ities that deal with the meams by which a system makes sure its 
component subunits and actors are given the necessary time, 
facilities, and incentives to constitute or reconstitute the 
capacity needed by the system (Morse, 1961:114), 
Fifth, recruitment selectivity (X^) is the process by 
which 2on organization selects from its potential paurticipants 
those which it actually recruits (Etzioni, 1961:154). 
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Sixth, socialization (Xg) the process by which orga­
nizational participants acquire the requisite orientations and 
skills for satisfactory functioning in a role (Etzioni, 1961: 
141). 
Seventh, communication (Xg) is a symbolic process by which 
the orientations of lower participants to the organization are 
reinforced or changed (Etzioni, 1961:137). It is "the process 
by which knowledge is transmitted and sentiment is formed or 
modified (Loomis and Loomis, 1961:15)." 
In conclusion, this chapter provides the conceptual frame­
work which will be followed in the evaluation of the effective­
ness of local farmer cooperatives in Iowa. The major concepts 
will be treated enpirically in the next chapter. The eighteen 
(18) supportive hypotheses stated in this chapter will be tested. 
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CHAPTER 4. METHODS 
Introduction 
The conceptual model selected for use in the present 
assessment of organizational effectiveness was discussed in 
the preceding chapter. The focus of attention was on theo­
retical frauneworks and empirical methods used in past studies. 
Following the approach of structural-functionalism, the social 
system model will now be followed to evaluate the effective­
ness of local farmer cooperatives in Iowa. One of the spe­
cific objectives is to investigate the feasibility of the 
social system approach in the evaluation of the effectiveness 
of local farmer cooperatives in Iowa. A second specific ob­
jective is to identify specific problems of empirical research 
on the effectiveness of farmer cooperatives as economic orga­
nizations. The third specific objective is to provide a socio­
logical guide for use in more comprehensive future studies of 
the effectiveness of farmer cooperatives. Therefore, the pur­
pose of this chapter is to explain the methods and procedures 
used in the collection, handling, and auialysis of the data. 
Collection of Data 
The data for this dissertation were obtained from a com­
prehensive study of local Iowa farmer cooperatives conducted in 
1966. The research was conducted by sociologists at Iowa State 
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University under the auspices of the Iowa Agricultural and Home 
Economics E^erimental Station, Project No. 1626, in coopera­
tion with the Tennessee Valley Authority. Funds for the re­
search were also provided by the Farmer Cooperative Service, 
United States Department of Agriculture. Doctors George M, 
Beal, Joe M. Bohlen aoid Richard D. Warren served as project 
leaders for the study. 
Population and Sample 
The data are based on a saimple of 82 managers of local 
farm supply and grain cooperatives. Questionnaires and inter­
views were used to obtain information from 98 managers during 
the months of July auid August, 1966. However, subsequent re­
views of the conç>leted questionnaires resulted in the elimina­
tion of 16 managers whose cooperatives failed to meet all of 
the characteristics of locally managed farm supply aind grain 
cooperatives. The cooperatives managed by the 82 managers in 
the sample are representative of a population of more thsm 200 
local farm supply and grain cooperatives in Iowa (Farmer Coop­
erative Service, Research Report 16, 1970:4-8). 
The first paxt of the field study was conducted through 
T\ov a 1 TT^ + o*i*ty4 otirc c 4 ^ o To OTA o 
on various aspects of farmer cooperatives (See ^ p en dix A for 
questions included in this dissertation). In addition, an 
attitudinal schedule was left with each of the 82 mauiagers to 
be filled out auid returned to the researchers. In this schedule 
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mamagers were asked to indicate the extent to which they agreed 
or disagreed with 161 statements on a Likert-type scale (See 
V^jpendix B for statements used in this dissertation). 
The 1966 study was a broad study involving many different 
concepts. The main purpose was not to specifically evaluate 
organizational effectiveness as here defined. Thus, this dis­
sertation required reconceptualizing and the development of 
measurements for certain variables included in the more general 
1966 study of local farmer cooperatives in Iowa. 
The questions aaid statements selected for use in this dis­
sertation were chosen systematically. A pamel of four judges, 
including the writer, read the questions and statements several 
times amd classified them according to the extent to which they 
appeared to be valid measures of effectiveness (goal attainment, 
adaptation, integration, and latency) and the three selected 
social processes (recruitment selectivity- socialization, and 
communication). The questions amd statements were further clas­
sified into categories suggesting orientations, means, and ends. 
This resulted in the items used to measure the major ind^endent 
aaid dependent concepts being placed under two or more categories 
for each major concept. For example, there are two subheadings 
under each independent concept. This is consistent with the 
theory which views orientations, means, auid ends as intervening 
concepts. The saime principle applies to the measurement of the 
dependent concepts. The questions and statements included in 
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the final selection were those on which the judges expressed 
greatest consensus. Other questions smd statements were elim­
inated from further consideration in this study. In some cases, 
the nature of the questions or statements in the schedules made 
it necessary to infer the actual meaining within the context of 
the concq)ts to be measured. This resulted in the elimination 
of additional questions and statenents which appeared to be 
ambiguous or of doubtful utility within the context of the con­
ceptual fraunework followed. 
Limitations 
The present research endeavor is not intended as am eval­
uation of the effectiveness of the total farmer cooperative 
orgêuiization as measured by all levels of participants in farmer 
cooperatives. Rather, this is a study of a subunit or segment 
within a more inclusive organizational setting — an analysis 
based or. rsspcnscs of cr.ly managers. 
To some extent, the measurement of conc^ts was influenced 
by the nature of the questions and statements included in the 
two schedules. For example, a particular limitation in the 1966 
study was questions amd statements on the content, frequency, 
aind flow of communication. The amount of communication was not 
directly measured in the 1966 study, so it became necessary to 
maUce inferences on the bases of questions dealing with the close­
ness with which managers indicated a willingness to associate 
with their employees. 
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Measurement of Concepts 
The responses to questions emd statements included in the 
dissertations were coded in the 1966 study. The coding of man­
ager responses to open-ended amd attitudinal questions was done 
according to the certainty method. Judges were assigned to read 
each response to open-ended questions. After reading the re­
sponses, they assigned a score ranging from 1 to 99 or, in some 
cases, 1 to 16. The scores were averaged and trsmsformed into 
2 scores (See Appendix C for example). The theoretical range 
for the z scores is -2.326 to +2.326. For example, a raw 
score of 50 is equivalent to a 2 score of 0, whereas a raw 
score of 99 is equivalent to a 2 score of +2.326, Items scored 
by the certainty method are indicated in this chapter by the 
symbol ++. 
Multiple-choice type responses and questions asking for 
specific answers were precoded, and questions seeking specific 
numerical data were given the actual value obtained from re­
spondents. Because of large size, the theoretical range and 
the actual figures for finamcial data aire not given. However, 
the relevant data have been standardized. In this disserta­
tion, all responses have been treinsformed into z scores. The 
z scores have been multiplied by 100, thus maUcing them appear 
larger in size. In some instances, several z scores have been 
added to form z score composite measures of major concepts. 
This also results in some of the z scores appearing to exceed 
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the theoretical range mentioned above. The theoretical mean 
for the z scores is zero (See Appendix D). 
Operationalization of Concepts 
The three independent and four dependent concepts will now 
be operationalized. The independent concepts are recruitment 
selectivity, socialization, and communication. The dependent 
concepts are goal attainment, adaptation, integration, and 
latency. 
Independent Concepts 
I. Recruitment selectivity is operationally defined as 
those personal attributes and esqperiences believed to have been 
considered in the selection of managers for their present role. 
The concept is extended to include the perceptions managers hold 
toward themselves as managers. Recruitment selectivity is meas­
ured by scores assigned to responses to the following items :^ 
Questions corresponding with the variable numbers are shown 
in Appendices A and B. Appendices A and B show only the ques­
tions used in the measurement of the major independent and d^end-
ent concepts in this dissertation. There were many questions in 
the 1966 schedules, but no useful purpose will be served by list­
ing all of them. The questions not listed are believed to be less 
essential to the evaluation of the effectiveness of Iowa farmer 
cooperatives within the context of this dissertation. For exaim-
ple, questions such as #215, "How many brothers and sisters do 
you have?", are not relevaint; so they are excluded from /^pendices 
A and B. Questions on financial data are excluded, because finan­
cial statements were obtained by the researchers s^arately. 
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A. Recruitment Selectivity (Criteria), Vax. 404 ^  
1. Economic knowledge 
a. Theoretical rauige: 4 to 22. 
b. Actual scores range from 7 to 21. 
2. Educational background of managers 
a. Theoretical range: None to maximum 
number of years completed. 
b. Actual years range from 8 to 16. 
The variable numbers assigned to the items used to meas­
ure the major concepts represent individual as well as composite 
measures. The variables numbered below 400 in the appendices 
were used in the preliminary stages of the analysis. The offi­
cial variables used in the final analysis are those numbered 
from 400 to 425. Variables 400 to 405 include items measuring 
the independent concepts, and variables 406 to 425 include items 
measuring the dependent concepts. The z scores for both independ­
ent and dependent concepts axe based on standardized individual as 
well as added composite measures. Stem dard errors, standard devi­
ations, and z scores for all major variables are shown in .^psndix 
D. 
Some items measuring the major concepts were eliminated on 
the basis of intercorrelation matrices. The acceptable item-total 
correlations were too low. Items forming composites were 
evaluated for the degree of linearity using the formula requals 
1 over the square root of N. N equals the number of items in each 
scale measuring the concept. With one exception, all items form­
ing the composite measures met or, in most cases, exceeded the 
minimum requirement. The one exception was Variable 141, a single 
item in one of the scales measuring socialization (Var.402). The 
computed r^^^ was .4604. Since it was close to the required r^^ 
correlation of .5000, it was not eliminated from the data. 
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The actual scores for economic knowledge and educational 
background have been standardized and added together to form a 
composite (Var.404). This resulted in a z score range greater 
thaai the theoretical range of -2.326 to +2.326. In this case, 
the actual range for the added z scores is from -4.298 to +3.818. 
This will apply whenever reference is made to composite z scores 
throughout this chapter. 
B. Recruitment Selectivity (Perceptions of mcinagers 
towards themselves), Var.405. 
1. Self confidence 
a. Theoretical ramge: 1 to 5. 
b. Actual scores range from 2 to 5. 
2. Self rank as majiagers 
a. Theoretical ramge: 1 to 5. 
b. Actual scores range from 1 to 5. 
The added z scores for the composite (Var.403) 
range from -3.372 to +2.874. 
II. Socialization is operationally defined as job-related 
training and experiences managers indicated they aaid their key 
employees received before and after entering the cooperative. 
Socialization is measured by scores assigned responses to the 
following questions and statements: 
A, Meams of Socialization for Ménagers, Var.402. 
1. Manager product training during the past two 
years 
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a. Theoretical range: None to the maximum 
number of days'training received. 
b. Actual scores range from O to 44. 
2. Mainager management training during the past 
two years 
a. Theoretical reinge: None to the meiximum 
number of days training received 
b. Actual scores rauige from O to 80. 
3. Length of time mamagers have had full manage­
ment responsibility 
a. Theoretical rcinge: Actual number of years 
b. Actual years reinge from 3 to 48. 
4. Length of time managers have had full manage­
ment responsibility of present cooperative 
a. Theoretical range; Actual number of years 
b. Actual years range from 2 to 39. 
The added z scores for the composite (Var.402) 
range from -3.784 to +12.820. 
Means Used by Managers to Socialize Employees, 
Var«403= 
1. Product eind management training for employees 
during past two years. 
a. Theoretical rainge; Actual number of days 
training received. 
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b. Actual scores remge from 0 to 17.5. 
2. Methods used by managers to train and develop 
their employees++. 
Actual 2 scores raoige from -23.00 to +93.00. 
3. Mainager training someone to fill managerial 
role in the organization. 
a. Theoretical range: 1 to 2. 
b. Actual scores range from 1 to 2. 
Mamagers amswering "yes" received a 
score of 2, while those amswering "no" 
received a score of 1. 
The added z scores for the composite 
(Var.403) ranged from -5.004 to +5.300. 
Ill, Communication is operationally defined as the processes 
by which information is disseminated between managers and employees, 
and meinagers and member-patrons (customers). It is based on man­
agers' orientations toward the importance of formal versus infor­
mal relationships with enployees, customers, other professionals, 
and the manner in which managers pass on information to their 
employees. 
Measurements of communication are based on scores assigned 
in terms of: 
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Means of Communication, Var.400 
1. The way managers feel about key employee 
relationships with patron members, 
ao Theoretical range: 1 to 4. 
b. Actual scores range from 1 to 4. 
2. Factors managers take into consideration when 
classifying customers into different cate­
gories amd selling approaches used on cus­
tom ers++. 
Actual 2 scores rainge from -93.00 to +31.00. 
3. The essential ingredients managers use in 
creating a favorable image of their business 
with customerS++. Actual z scores range from 
-19.00 to +66,00. 
4. Methods used by managers to communicate in­
formation to their employees++. Actual z 
scores range from -18.00 to +72.OO. 
The added z scores for the composite (Yar. 
400) range from -6.805 to +5.945. 
Amount of Communication, Var.401 
The closeness of association between managers 
and employees. 
Theoretical range: 1 to 4. 
Actual range: not recorded. 
The z scores ramge from -1.256 to +6.328. 
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Dependent Concepts 
I. Goal attainment is operationally defined as the degree 
to which managers indicate their cooperatives are egpproximating 
predetermined ends in terms of financial status, manager orien­
tations toward profit, satisfaction, decision-making ability, and 
perceptions of employee influence on goals. It is the extent to 
which managers indicate cooperative objectives are being met, 
along with the inç>ortance attached to being able to meet those 
objectives. Goal attainment is measured by scores assigned to 
responses to the following items: 
A, Orientation Toward Profit (Goal Attainment I), 
Var.420 
Mainagers orientation toward profit. 
Theoretical range: O to 64. 
Actual scores rsmge from 0 to 55. The 
2 scores rsinge from -2 = 356 to +2,139, 
Here, four scores were standardized 
and added to form Var.420. 
B. Managers' Perceptions of the Influence Enployees 
have on Organization Goals (Goal Attainment II), 
Var.421 
The extent to which memagers feel employees 
can influence organizational goals. 
Theoretical range: 1 to 4. 
Actual scores ramge from 2 to 4. The z 
scores range from -2.854 to +0.803. 
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C. Goal Attainment Means (Goal Attainment III), Var. 
422 
1. Ability to meike major decisions++. The z 
scores range from -47.00 to +56.00. 
2. Ability to implement major decisions++. The 
z scores range from -60.00 to +63.00. 
The added z scores for the composite (Var.422) 
reinge from -5.127 to +3.632. 
D. Goal Attainment Ends (Goal Attainment IV), Var.423 
1. Average ratio of savings to fixed assets+++, 
+++The theoretical and actual ranges for financial 
data are omitted. 
2. Average ratio of savings to sales+++. 
The added z scores for the composite (Var.423) 
range from -4.429 to +7.172. 
E. Goal Attainz^ent &ids (Goal Attainment V). Var.424 
Average net savings+++. 
The z scores rauige from -1.440 to +4.949. 
F. Goal Attainment Ends (Goal Attainment VI), Var.425 
Satisfaction with position as managers++. 
The z scores range from -1.530 to +1.671. 
II. Adaptation is operationally defined as (1) the extent 
to which managers feel they are successful in congieting with other 
businesses in their trade area, (2) the amount of time managers 
spend planning amd organizing, and (3) their attitudes toward 
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external factors that affect their organization. It is the 
extent to which managers indicate the organization takes into 
account external social ax;d non social factors that affect the 
continuing existence of the cooperative. Adaptation is measured 
by scores assigned to responses to the following items: 
A, Means of Adaptation (Adaptation I), Var.406 
1. Methods managers use to protect the orgaini-
zation against market price changes on prod­
ucts aoid supplies in inventory++. The 2 
scores range -47,00 to +80.00. 
2. Factors mainagers take into consideration in 
selecting their wholesale sources and outlets**. 
The 2 scores rainge from -8.00 to +74.00, 
3. The use of field rqpresentatives++. The z 
scores range from -45.00 to +117.00. 
4. Evaluation of alternatives in meiking major 
decisions. 
a. Theoretical range: 1 to 4, 
b. Actual scores range from 1 to 4, 
5. Consideration given to future sales trends in 
the trade area. 
a. Theoretical range: 1 to 6, 
b. Actual scores range from 1 to 4. 
The added 2 scores for the composite range 
from -7,585 to +9.137. 
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B. Orientations Toward Traditionalism and Progres-
sivism (Adaptation II), Var.407 
1. Orientation toward progressivism. 
a. Theoretical ramge: 0 to 160. 
b. Actual scores range from 39 to 157. 
2. Orientation toward traditionalism. 
a. Theoretical range: 0 to 80. 
b. Actual scores range from 0 to 64. 
The added z scores for the composite (Vax. 
407) réinge from -7.388 to +4.554. 
C. Orientations Toward Risk (Adaptation III), Vaur. 
408 
1. Theoretical range: 0 to 128. 
2. Actual scores rauige from 14 to 107, 
The added z scores for the conç»osite (Vax.408) 
range from -2.309 to 4-2.420. 
D. Ratio of Average Sales to Average Net Operating 
Revenue+++ (Adaptation IV), Var.409 
1. Average sales. 
2. Average net operating revenue. 
The added z scores for the con^osite (Vauc.409) 
rsmge from -2.453 to +12.088. 
III. Integration is operationally defined as those activities 
smd characteristics of managers that facilitate solidarity, social 
control, and stability within the cooperative and its subunits « 
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It refers to (1) the managers' evaluation of the in^ortance of 
minor departments, (2) the procuraient of necessary personnel 
and facilities to accomplish tasks within various d^artments, 
(3) the manner in which decisions are made that affect the 
daily operation of the business, (4) the establishment of 
clearly defined roles, and (5) the existence of a written orga­
nizational chaurt. Integration is measured by scores assigned 
to responses to the following items: 
A, Organizing (Integration I), Var.410 
1. Factors managers take into consideration in 
making decisions concerning how their busi­
ness is orgainized into departments and func-
tions++. The z scores range from -37.00 to 
+54.00. 
2. Methods used to determine the number auid qual­
ifications of enç>loyees needed in the coop-
erative++. The z scores range from -24.00 to 
+91.00. 
3. Methods used to determine the resppnsibi1-
ities and work loads of enployees++. The z 
scores raoige from -49.00 to +79.00. 
4. The existence of a written organizational chart. 
a. Theoretical range; O to 1. 
b. Actual scores range from 0 to 1. Mainagers 
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answering "No" received a score of O, and 
those answering "Yes" received a score of 1. 
The added z scores for the composite ranged 
from -4.660 to +10.210. 
Org amizing (Integration II), Var.411 
1. The preparation of budgets for the next oper­
ating year along with the type of budget used++. 
The z scores raaige from -119.00 to +134.00. 
2. Whether or not and the frequency with which 
actual results of budgets are compared. 
a. Theoretical range: 0 to 48. 
b. Actual scores range from O to 14. 
The added z scores for the composite 
(Var.411) rcinge from -1.223 to +4.110. 
Orientations Toward Individualism (Integration 
III), Var.412 
Mcuiagers orientations toward individualism. 
Theoretical range: 0 to 160. 
Actual scores rainge from O to 147. 
The added z scores for individualism 
(Var.412) rainge from -3.844 to +2.418. 
Average Sales (Integration IV), Var.413+++ 
The z scores for average sales range from -1.626 
+3.406. 
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E. Turnover (Integration V), Var.414 
Employee turnover. 
Theoretical range: 0 to the number who 
left the cooperative. 
The actual number ranges from O to 1. 
The z scores for «nployee turnover (Var. 
414) range from -1.067 to +3.740. 
IV. Latency (pattern-maintenance aoid tension management) 
is operationally defined as those activities aind processes that 
insure commitment to and continued participation in the cooper­
ative. In this dissertation, latency refers to the extent to 
which managers express satisfaction with different aspects of 
their role as mainagers, the community, and to the attitudes 
managers have towards meams of increasing enployee production. 
Latency is measured by scores assigned to responses to the fol­
lowing items: 
A, Orientations Towaurd Latency (Latency I), Var.415 
Positive attitudes mainagers have about means 
of increasing employee production. 
Theoretical range: 0 to 112. 
Actual scores range from 70 to 112. 
The added z scores ramge from -2.293 to 
+1.698. 
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Orientations Toward Latency (Latency II), Var.416 
Negative attitudes managers have about means 
of increasing employee production. 
Theoretical range: O to 64. 
Actual scores range from 0 to 55. 
The added z scores ramge from -1.044 to 
+4.719. 
Satisfaction with Authority (Latency III), Var.417 
The extent to which mainagers esqsress satisfac­
tion with the aunount of authority given to 
them by the boards of directors. 
Theoretical range: O to 112. 
Actual scores range from 16 to 80. The 
added z scores for satisfaction with authority 
(Var.417) range from -3.228 to +1.704. 
Satisfaction with Job Challenge (Latency IV), Var. 
418 
The extent to which memagers eoqpzess satis­
faction in the job challenges they face as 
managers. 
Theoretical 0 to 48 
Actual scores range from 19 to 48. The added 
z scores for manager satisfaction with job chal­
lenge (Var.418) range from -2.759 to +1.958. 
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E, Community Satisfaction (Latency V), Var.419 
Satisfaction with community interest and 
recognition in the cooperative. 
Theoretical range: 0 to 32. 
Actual scores remge from 9 to 32. 
The added z scores for community satis­
faction (Var.419) ramge from -2.768 to +2.044. 
Statistical Analyses 
Statistical tests of significance for the hypotheses for­
mulated in the last chapter are based on Pearson (zero-order) 
correlations and multiple regressions. The supportive hypo­
theses are treated empirically in the analyses, but to avoid 
redundancy, they are not restated in this chapter. 
The findings are reported in the next chapter. The corre­
lations and F-ratios will be considered significant at the .05 
level or better. 
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CHAPTER 5. 
FINDINGS 
Introduction 
The last chapter described the procedures followed in 
the procurement and handling of the data. The concepts in the 
hypotheses derived in chapter three were cperationalized, aind 
specific items were selected to measure each independent amd 
dependent concept. The items measuring each major concept 
were listed under different subheadings according to the 
dimension or aspect of the major concept on which the items 
focused. Ordinarily the hypotheses derived in chapter three 
would have been restated in empirical form in chapter four. 
They were not restated, because they will be stated enç>irically 
in this chapter. The only difference between the hypotheses 
stated in chapter three emd the empirical hypotheses to be 
referred to in this cheater is that the word "scores" follows 
each major concept in the two-way relationships hypothesized 
(e.g.. There is a positive relationship between recruitment 
selectivity scores and goal attainment scores). 
The purpose of the present chapter is to present the 
results of tests of significance based on zero-order (Pearson) 
correlations and multiple regressions. The results of statis­
tical tests will be followed only by brief summary statements 
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in this chapter, because the implications of the relationships 
will be presented in the next chapter. 
Five general hypotheses were formulated in chapter three. 
From these, eighteen ordinary hypotheses were derived. Stated 
empirically, the hypothesized relationships between recruit­
ment selectivity and effectiveness are: 
E.H. 1: There is a positive relationship between re­
cruitment selectivity scores and goal attain­
ment scores, 
E.H. 2: There is a positive relationship between re­
cruitment selectivity scores and adaptation 
scores. 
E.H. 3: There is a positive relationship between re­
cruitment selectivity scores and integration 
scores. 
E.H. 4: There is a positive relationship between re­
cruitment selectivity scores aoid latency. 
Findings based on zero-order correlations are shown below 
in Table 5.1. 
Table 5.1. Correlations between Recruitment Selectivity and Effectiveness^ 
Dependent Concept s and 
Variable Numbers 
Selectivity 
Criteria 
(Var.404)^ 
(r ) Level 
Independent Concepts 
Selectivity 
Perceptions 
(Var.405)'= 
(r) Level 
Goal Attainment 
Profit orientation, Var.420(0)^ 
Meinager perception of employee 
influence on goals, Var.421(O) 
Ability to make and implement major 
decisions, Var,422(M) 
.185* 
.015 
.201* 
.048 
.448 
.035 
.095 
.104 
.304** 
.198 
.176 
.003 
^The criteria of effectiveness are goal attainment, adaptation, integration, eoid 
latency. This will apply whenever the term effectiveness is used. 
^Variable 404 refers to the criteria believed to have been instrumental in the actual 
selection of cooperative managers. 
^Variable 405 refers to the perceptions cooperative managers have of themselves as 
managers. 
"^he letters in the parentheses designate orientations (O), means (M), euid ends (E) as 
intervening concepts. These abbreviations will be used in various places throughout the re­
maining chapters in this dissertation » 
*Significant at the .05 level. 
**Significant at the .01 level. 
Table 5,1 (continued) 
Dependent Conce)3ts and 
Variable Numbers 
Ratio of savings to fixed assets, 
Var.423(E) 
Average net savings, Var.424(E) 
Position satisfaction, Vair«425(E) 
Adaptation 
Meems of adapting to the external 
environment, Var.406(M) 
Progressivism-traditionalism orienta­
tions, Var.407(0) 
Risk orientation, Var.408(0) 
Ratio of average sales to average net 
operating revenue, Var.409(E) 
***Significant at the .001 level. 
Independent concepts 
Selectivity 
Criteria 
(Var.404)b 
(r) Level 
Selectivity 
Perceptions 
(Var.405)^ 
(r ) Level 
.161 
.245** 
.083 
.074 
.013 
.231 
.086 
.179* 
.078 
.223 
.054 
.242 
.414*** .001 .254** .011 
H 
N> 
,360*** .001 .180* .053 
,412*** .001 .091 .209 
.317** .002 .284** .005 
Table 5.1 (continued) 
Dependent Concepits and 
Variable Numbers 
Integration 
General organization of firm, Var, 
410(M) 
Organizational budget use, Var.411(M) 
Orientation toward individualism, 
Var.412(0) 
Average sales, Var.413(E) 
Employee turnover, Var,414(E) 
Latency 
Positive attitudes toward means of 
increasing employee production, Var. 
415(0) 
Negative attitudes toward means of 
increasing employee production, Var. 
416(0) 
Manager satisfaction with authority, 
Var.417(E) 
Job satisfaction, Var.418(E) 
Community satisfaction, Var,419(E) 
Independent Concepts 
Selectivity Selectivity 
Criteria Perceptions 
(Var.404)^ (Var.405)c 
(r ) Level (jrj Level 
.323** ,002 
,378*** .001 
,049 ,331 
,059 .298 
,163 .072 
.323** ,002 
,299** ,003 
.041 ,357 
,097 ,193 
-.012 ,458 
.070 .265 
,067 .275 
.067 .397 
,143 ,100 
.030 .395 
,048 ,333 
-.121 ,140 
,039 ,364 
,157 .080 
,192* .042 
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Table 5.1 shows zero-order correlations for forty (40) 
items assessing the relationship between recruitment selectivity 
and effectiveness. Seventeen (17) of the relationships are sta­
tistically significant at the .05 level or better. Though not 
statistically significemt, sixteen (16) of the remaining corre­
lations are in the predicted direction. An additional seven are 
in the opposite direction, but none is statistically significant 
at the .05 level or better. Preliminary indications are that 
the actual criteria considered in the selection of cooperative 
majnagers are better predictors of effectiveness than the per­
ceptions managers have of themselves as cooperative managers. 
Recruitment selectivity is significsmtly related to eight 
(8) effectiveness items designating means, four (4) designat­
ing orientations, and five (5) designating ends. 
The hypothesized relationships between socialization amd 
effectiveness are: 
E.H. 5: There is a positive relationship between so­
cialization scores and goal attainment scores. 
E„H. 6: There is a positive relationship between so­
cialization scores and adaptation scores. 
E.H. 7: There is a positive relationship between so­
cialization scores and integration scores. 
E.H. 8: There is a positive relationship between 
socialization scores amd latency scores. 
Findings based on zero-order correlations are shown in 
Table 5.2. 
Table 5,2, Correlation;; between Socialization and Effectiveness 
Independent Concepts 
Socialization Socialization of 
Dependent Concepts and of Managers Employees 
Variable Numbers (Var.402)"^ (Var,403)^ 
Level (r) Level 
Goal Attainment 
Profit orientation, Var.420(0) -.019 .423 -.025 .411 
Manager perception of employee influence on 
goals, Var.421(0) - «061 .293 .153 .085 
Ability to make and implement major decisions, 
Var.422(M) .152 .086 .346*** .001 
Ratio of savings to fixed assets, Var.423(E) .343*** .001 -.071 .263 
Average net savings., Var.424(E) .467*** .001 .171 .063 
Position satisfaction, Var.425(E) .203* .034 .109 .164 
^Variable 402 refers to the me.xns of socialization for cooperative managers. 
Variable 403 refers to the meiins of socialization for employees, 
*Significaint at the .05 level. 
***Significant at the .001 level. 
Table 5«2, (continued) 
Dependent Concepts and 
Variable Numbers 
Adaptation 
Means of adapting to the external environment, 
Var.406(M) 
Progressivism-traditionalism orientaticais, 
Var.407(0) 
Risk orientations, Var.408(0) 
Ratio of average sales to average net operat­
ing revenue, Var.409(E) 
Integration 
General organization of firm, Var.410(M) 
Orgamizational budget use, Var.411(M) 
Orientation toward individualism, Var.412(0) 
Socialization 
of Mamagers 
(Var.402)^ 
(r) Level 
Independent Concepts 
-.087 
.035 
.087 
.301** 
-.001 
- .066 
-.007 
.218 
.377 
.218 
.003 
.496 
.279 
.477 
Socialization of 
Employees 
(Var.403)^ 
(r) Level 
,356*** 
.377*** 
.239* 
.329*** 
.422*** 
.371*** 
.001 
.001 
.001 
.015 
.001 
.001 
.001 
.498 
^*Significant at the .01 level. 
Table 5.2. (continued) 
Independent Concepts 
Dependent Concepts and 
Variable Numbers 
Socialization 
of Managers 
(Var.402)^ 
(r) Level 
Socialization of 
Employees 
(Var.403)b 
Level 
Average sales, Var.413(E) .012 .456 .170 .064 
Employee turnover, Var.414(H) -.070 .267 .044 .347 
Latency 
Positive attitudes toward means of increasing 
employee production, Var.415(0) -.070 .267 .297** .003 
Negative attitudes toward means of increasing 
employee production, Var.416(0) .098 ,191 -.122 .137 
Manager satisfaction with authority, Var.417(E) .036 .374 .040 .361 
Job satisfaction, Var.418(E) .271** .007 .080 .239 
Community satisfaction, Var,419(E) .128 .126 -.057 .306 
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Findings in Table 5.2 show a relatively weak relationship 
between the socialization experiences of cooperative managers 
ajid effectiveness. The relationship is somewhat stronger for 
the means used by managers to train axid develop their employees. 
Thirteen (13) of the forty (40) correlations are statistically 
significant in the predicted direction. Eight of these are 
between items focusing on the relationship between the sociali­
zation of employees and effectiveness. Six are significant at 
the .001 level. An additional thirteen (13) correlations are 
in the opposite direction, but none is statistically signifi­
cant. The remaining fourteen (14) correlations are in the 
predicted direction, but they are not statistically significant. 
Socialization is significantly related to six (6) effec­
tiveness items designating ends, four (4) designating means, 
and three (3) designating orientations. 
A close examination of tne significant findings pre­
sented in Table 5.2 reveals only one instance in which the 
socialization of both managers and employees is consistent. 
Both are significantly related to the ratio of average sales 
to average net operating revenue. In general, the socializa­
tion of managers is most related to goal attainment, while the 
socialization of employees is most related to adaptation and 
integration, 
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The hypothesized relationships between communication and 
effectiveness are: 
E.H. 9: There is a positive relationship between com­
munication scores and goal attainment scores. 
E.H. 10: There is a positive relationship between 
communication scores and adaptation scores. 
E.Ho 11: There is a positive relationship between 
communication scores and integration scores. 
E.H. 12: There is a positive relationship between 
communication scores and latency scores. 
Findings based on the hypothesized relationships are pre­
sented in Table 5.3 . 
Table 5.3. Correlations between Communication and 
Eff ectivenes £. 
I n d ep en dent Concefjts 
Means of Amount of 
Dependent Concepts and Communication Communication 
Variable Numbers (Var.400) (Var.401) 
(r) Level (rj Level 
Goal Attainment 
Profit orientation, Var. 
420(0) .093 .204 .015 .449 
Manager perceptions of 
employee influence on 
goals, Var.421(0) -.085 .225 .164 .070 
Ability to make and im­
plement major decisions, 
Var.422(M) .323** .002 -.143 .100 
Ratio of savings to 
fixed assets, Var. 
423(E) -.025 .411 .050 .328 
Average net savings, 
Var.424(E) .240* .015 .049 .332 
Position satisfaction, 
Var.425(E) -.035 .379 -.168 .065 
*Signific.int at the .05 level. 
'^^Significant at the .01 level. 
Table 5.3 (continued) 
Independent Concepts 
Means of Amount of 
Communication Communication 
Dependent Concepts cUid (Var,400) (Var.401) 
Variable Numbers ____ (r) Level _JLti Level 
Adaptation 
Means of adapting to the external environment, 
Var.406(M) .452*** .001 -.033 .383 
Progressivism-traditionalism orientations, 
Var.407(0) .271** .007 -.055 .311 
Risk orientation, Var.408(0) .394*** .001 .014 .450 
Ratio of average sales to average not operating 
revenue, Var,409(E) . 406'^** .001 .066 .277 
Integration 
General organization of firm, Var.410(M) .531*** .001 -.030 .396 
Organizational budget use, Var.411(M) .458*** .001 -.094 .200 
Orientation toward individualism, Va:c.412(0) .091 .209 -.053 .320 
Average sales, Var.413(E) .133 .117 .102 .182 
Employee turnover, Var.414(E) -.227* .020 -.082 ,232 
***Significant at the .001 level. 
Table 5,3 (continued) 
Independent Concepts 
Means of Amount of 
Dependent Concepts and Communication Communication 
Variable Numbers (Var,400) (Var,401) 
(^rj Level ( r ) Level 
Latency 
Positive attitudes towards means of increasing 
employee production, Var.415(0) .156 ,081 - „066 ,279 
Negative attitudes toward means of increasing 
employee production, Var.416(O) -.104 ,176 .074 .256 
Manager satisfaction with authority, Var,417(E) -,165 ,070 -,078 .243 
Job satisfaction, Var,418(E) -,098 .192 -,093 ,204 
Community satisfaction, Var.419(E) -.060 .295 -.204* ,033 
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Only eight of the forty (40) correlations showing the 
relationship between communication and effectiveness are statis­
tically significant at the .05 level or better. Twenty (20) of 
the correlations are in the opposite direction, but only two are 
statistically significant. The remaining twelve (12) correla­
tions are in the predicted positive direction, but they are not 
statistically significant. An interesting observation is that 
none of the items reflecting the relationship between the aimount 
of communication ajid effectiveness are statistically significant. 
Also, none of the correlations showing the relationship between 
the two aspects of communication are significantly related to 
latency in the predicted direction. Each of the items showing 
the relationship between the means of communication and adap­
tation is significant at the .007 level or better. Based on 
single items, the highest correlations are between items meas­
uring xhe means of communication and integration; 
Of the eight (8) significant positive relationships be­
tween communication and effectiveness items, two (2) reflect 
orientations, two (2) reflect ends, and four (4) reflect means. 
Both of the significant negative relationships focus on ends. 
One is community satisfaction, and the other is employee turn­
over . 
Following Parsons' AGIL scheme, the writer wished to in­
vestigate the relationship between the items forming the cri­
teria of effectiveness in this dissertation. The purpose was 
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to find out how these variables are interrelated in farmer 
cooperatives. The empirical hypotheses formulated for testing 
are: 
EoH. 13: There is a positive relationship between goal 
attainment scores and adaptation scores. 
E.H. 14: There is a positive relationship between goal 
attainment scores and integration scores. 
E.H. 15: There is a positive relationship between goal 
attainment scores and latency scores. 
E.H. 16: There is a positive relationship between 
adaptation scores and integration scores. 
E.H. 17: There is a positive relationship between 
adaptation scores and latency scores. 
E.H. 18: There is a positive relationship between inte­
gration scores ajid latency scores. 
Fiiidinys based on zerc-order correlations arc shcv.-n in 
Tables 5.4 to 5.6. 
T'.venty-four (24) of the eighty-four (84) correlations are 
statistically significant in the predicted direction. Thirty-
five (35) are in the opposite direction of which six are sig­
nificant at the .05 level or better. The remaining twenty-
five (25) correlations in the predicted direction are not sta­
tistically significant. 
Table 5.5 shows the intercorrelations for integration, 
latency, and adaptation. 
Table 5.4. Correlations between Adaptation, Integration, Latency, 
and Goal Attainment 
Effectiveness Criteria 
Progressivism-traditionalism 
orientation, Var.4()7 
Risk orientation, Var.408 
Var, 
420 
Adaptation 
Means of adapting to the ex­
ternal environment, V^r.406 .211* 
Ratio of average sales to 
average net operating rev­
enue, Var.409 .047 
Goal Attainment Variables^ 
Var. 
421 
hi-
•.216* .011 
.242** .042 
.127 
Var. 
422 
( r ) _ _  
Var. 
423 
irl_ 
.300** .149 
.004 .059 
Var. 
424 
.LlL-
Var. 
425 
.238* .341*** .032 .143 .179* 
.226* .099 
.118 -.203* 
.282** .201* .763*** .227* 
^Variables 420 thru 425 refer to profit orientation, manager perception of employee 
influence on goals, ability to maJca and implement major decisions, ratio of savings to 
fixed assets, average net savings, iind position satisfaction, respectively. 
*Significant at the .05 level. 
**Significant at the .01 level. 
***Signif icant at the .001 leveJ .. 
Table 5.4. (continued) 
Goal Attainment Variables^ 
Effectiveness Criteria Var. Var. Var. Var. Var. Var. 
420 421 422 423 424 425 
iiJ W LlI Li.} LlL_ 
Integration 
General orgartixation of firm, 
Var.410 
Budget use, Var.411 
Orientation toward individ­
ualism, Var.412 
Average sales, Var.413 
Employee turnover, Var.414 
Latency 
Positive attitudes towards 
means of increasing employee 
production, Var.415 
Negative attitudes towards 
means of increasing employee 
production, Var,416 
Satisfaction with authority, 
Var.417 
Job satisfaction, Var.418 
Community satisfaction, Vaz. 
419 
..026 
.235* 
.042 
.089 
.209* 
.178* .494*** ...121 
-.012 .350*** -.087 
.105 
.022 
.250** -.020 -.035 
.061 .015 .115 
.096 .053 -.006 
-.270** .163 -.025 
.127 -.051 -.087 
.207* -.116 
.127 -.004 
-.120 .104 
-.253** -.162 
-.150 -.245** 
.228* 
.136 
.044 
.092 
.077 
.115 -.050 
-.006 .131 
,107 .195* 
.040 -.008 
-.077 .040 
.221* .126 
.200* 
-.149 
.299** 
.419*** 
.481*** 
M 
In 
01 
Table 5.5. Correlations between Integration, Latency, 
ani] Adaptation 
Effectiveness Criteria 
Int eqration 
General organization of 
firm, Var.410 
Budget use, Var.411 
Orientation toward in­
dividualism, Var.412 
Average sales, Var.,413 
Employee turnover, Var. 
414 
Adaptation a 
Var. 
406 
Var. 
407 
l£l_ 
.102 -.059 
Var. 
408 
_irL_ 
,574*** .296** .163 
.349*** .149 .268** 
.190* 
.057 -.013 -<,047 
-.038 -.257** -.048 
Var, 
409 
.L£l 
.364*** 
.280** 
.055 
.017 
-.228* 
Ul 
o 
Variables 406 thru 409 refer to means of adapting to the external environment, orien­
tations toward progressivism-traditionalism, risk orientation, and ratio of average sales 
to average net operating revenue, reîipectively. 
*Significant at the .05 level. 
**Significant at the .01 level. 
***Significarit at the .001 level. 
Table 5.5. (continued) 
Effectiveness Criteria 
Latency 
Positive attitudes, toward 
means of increasing em­
ployee production, Var.415 
Negative attitudes toward 
meems of increasing em­
ployee production, Var. 
416 
Var. 
406 
111. 
170 
-.119 
Adaptation a 
Var. 
407 
Var. 
408 
JL£l_ 
.339*** -.015 
-.294** -.007 
Var, 
409 
liL 
,032 
.137 
Satisfaction with authority, Var.4],7 
Job satisfaction, Var.418 
Community satisfaction, Var.419 
.015 
.133 
.062 
. 043 
.017 
.104 
-.059 
-.179* 
-.334*** 
.015 
.075 
.018 
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Findings show a much stronger relationship between adap­
tation auid integration than between adaptation and latency. In 
fact, only one of the twenty (20) correlations between adapta­
tion aoid latency is significant in the predicted direction, 
Seven of the twenty (20) correlations showing the relationship 
between adaptation and integration are statistically signif­
icant. Three are significant at the .001 level, three at the 
.01 level, and one at the .05 level. Six more are in the pre­
dicted direction, but not statistically significant* Of the 
seven negative correlations, two are statistically signifi­
cant. Adaptation and integration are highly related in terms 
of the general organization of the firm and organizational 
budget use. The only significant correlation between adapta­
tion and latency is the one between progressivism-tradition­
alism orientation and positive attitudes toward means of in­
creasing employee production. The relationship between risk 
orientation and community satisfaction is negatively corre­
lated at the .001 level. Budget use is negatively correlated 
with negative attitudes toward increasing employee production, 
while risk orientation is negatively correlated with job satis-
X ckct ion « 
The relationship between integration and latency is shown 
in Table 5.6. 
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Table 5.6. Correlations between Integration and Latency 
Latency ^  
Effectiveness Var. Var- Var, Var. Var. 
Criteria 415 416 417 418 419 
Le} (r) (r) [rj (r) 
Integration 
General organiza­
tion of firm, Var. 
410 .144 -.027 -,034 -.070 .047 
Budget use, Var. 
411 .154 -.045 .014 .016 -.038 
Orientation toward 
individualism, Var. 
412 .059 -.128 .061 .020 -.163 
Average sales, 
Var.413 .005 .045 -.241** .040 -.132 
Employee turnover, 
Var.414 -.190* .090 -.007 .011 -.056 
^Variables 415 thru 419 refer to positive attitudes toward 
means of increasing employee production, negative attitudes 
tov;ard msans cf incr2asing employee production ^ saTxsfaction with 
authority, job satisfaction, and community satisfaction, respec­
tively. 
*Significant at the .05 level. 
**Significant at the .01 level. 
***SiQnificant at the .001 level. 
The twenty-five (25} correlations in Table 5.6 show the 
relationship between integration and latency. None is statis­
tically in the predicted direction. Twelve (12) are in the 
opposite direction, but only two are significant at the .05 
level or better. Average sales is negatively correlated with 
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the satisfaction managers express in the authority given to 
them by the boards of directors, and employee turnover is 
negatively correlated with the positive attitudes managers 
have toward increasing employee production. 
In sum, goal attainment, adaptation, and integration are 
more highly interrelated tham adaptation, integration, and 
latency. However, latency is highly related to one of the six 
items measuring goal attainment, that is, position satisfac­
tion. With the exception of this one significant relationship, 
findings are consistent with Parsons' assertion that latency and 
goal attainment may involve divergent emphases (Parsons ejt , 1953: 
190). Support is also given to the writer's previous statement that 
a low to moderate positive relationship exists between goal 
attainment and latency. 
A summary of the findings based on Pearson correlations 
for each eispiricai hypothesis is shown in Table 5.7. 
Table 5.7. Empirical Hypotheses Supported and Not Supported 
Numb&r of Number Number Not 
Relationships Supporting Supporting 
Empirical Hypothesis Tested Hypothesis Percent Hypothesis Percent 
(Relationships between independent and dependent variables) 
E„H, 1: There is a positive 
relationship between 
recruitment selec­
tivity scores and 
goal attainment 
scores. 12 5 42 7 58 
E.Ho 2: There is a positive 
relationship between 
recruitment selec­
tivity scores and 
adaptation scores. 88 12 
E.Ho 3: There is a positive 
relationship between 
recruitment selec­
tivity scores auid 
integration scores. ]()  40 60 
E.H. 4: There is a positive 
relationship between 
recruitment selec­
tivity scores and 
latency scoreso ]() 1 10 9 90 
Table 5 
Number of 
Relati onship 
Empirical Hypothesis Tes;ted 
E,H. 5: There is a positive 
relationship between 
socialization scores 
and goal attainment 
scores. 12 
E.Ho 6: There is a positive 
relationship between 
socialization scores 
and adaptation scores. 8 
E.H, 7: There is a positive 
relationship between 
socialization scores 
and integration scores. 10 
E.H. 8: There is a positive 
relation ship between 
socialization scores 
and latency scores. 10 
E.H, 9: There is a positive 
relationship between 
communication scores 
eind goal attainment 
scores. 12 
(continued) 
Number Number Not 
Supporting Supporting 
Hypothesis Percent Hypothesis Percent 
4 33 8 67 
5 63 3 37 ON 
to 
2 20 8 80 
2 20 8 80 
2 17 10 83 
Table 5.7. (continued) 
Empirical Hypothesis 
Nuriiber of 
Relationships 
Tcisted 
E.H, 10: There is a posi­
tive relationship 
between communi­
cation s,cores and 
adaptation scores. 
E.H. 11; There is a positive 
relationship between 
communication scores 
and integration 
scores. 
Number 
Supporting 
Hypothesis Percent 
Number Not 
Suporting 
Hypothesis Percent 
10 
50 50 
20 80 
E.H, 12: There is a positive 
relationship between 
communication scores 
and latency scores. 10 O 0 10 100 
Total relationships between inde­
pendent and dependent variables: 120 38 32 82 68 
(Relationships between dependent variables): 
E.H. 13: There i:; a positive 
relationship between 
goal attainment scores 
aind adaptation scores. 24 11 46 13 54 
Table 5.7. (continued) 
Empirical Hypothesis 
Number of 
Relat ionships 
Tested 
Number 
Supporting 
Hypothesis Percent 
Number Not 
Supporting 
Hypothesis Percent 
E.H. 14: There is a positive 
relationship between 
goal attainment 
scores and integra­
tion scores. 
E.H, 15: There is a positive 
relationship between 
goal attainment scores 
and latency scores. 
E.H. 16: There is a positive 
relationship betv;een 
adaptation scores and 
integration scores. 
E.H. 17: There is a positive 
relationship between 
adaptation score;; and 
latency scores. 
E.H. 18: There is a positive 
relationship between 
integration scores aiid 
latency scores. 
Total relationships between 
dependent variables: 
30 20 24 80 
.'30 20 24 80 
20 35 13 65 
20 19 95 
25 
149 
0 
31 
0 
21 
25 100 
118 79 
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While none of the empirical hypotheses are supported by 
all items used to measure the major concepts, some of the 
hypotheses were more strongly supported than others. For 
instance. Table 5.7 suggests a moderate to comparatively 
strong relationship between the independent concepts and adap­
tation (See Table 5.7 — E.H. 2, E.H. 6, and E.H. 10). The 
least supported hypotheses are those predicting the relation­
ships between the independent concepts and latency (See Table 
5.7 — E.H. 4, E.H. 8, and E.H. 12). When the hypotheses pre­
dicting the relationships between the dependent concepts are 
considered, the strongest support is found for E.H. 13 which 
focuses on the relationship between goal attainment and adap­
tation. The weaJcest relationship is found between adaptation 
and latency (E.H. 17) and integration and latency (E.H. 18). 
In spite of the fact that some of the hypotheses lack strong 
enroirical support, findings do appear to lend some support to the 
feasibility of the social system approach to the evaluation of 
the effectiveness of economic organizations. Had goals been 
used as the sole criteria of effectiveness, many of the relation­
ships included would have been missed. Furthermore, out of the 
120 correlations for items measuring the three selected social 
processes aind the criteria of effectiveness, 30 percent of the 
relationships focusing on goal attainment are significant in the 
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predicted direction. For nongoal items, 32 percent of the 
relationships are significant in the predicted direction. 
Although slight, there are two percent more significsmt non-
goal relationships. 
Multiple regressions 
The primary concern in this dissertation is with the pre­
sumed relationship between the independent ajid dependent var­
iables. Therefore, to further assess the relationship between 
selectivity, socialization, communication, and effectiveness 
the data were ajialyzed by multiple regression. In the follow­
ing tables, the results will be shown for the combined effects 
of recruitment selectivity, socialization, auid communication 
upon effectiveness, as well as the contribution of each of these 
concepts to effectiveness» The F-ratios showing the combined 
effects are based on 6 and 75 degrees of freedom, while the 
F-ratios for each independent concept is in a partial frame­
work based on 1 aind 75 degrees of freedom. The variable numbers 
referred to are the same as those used to report findings based 
on zero-order correlations. Multiple R and R-square values for 
regression variables are shown in Appendix E. The values 
refer to the aimount of explaiined variation. It is obtained by 
dividing the sum of squares due to regression by the total sum 
of squares. In other words, the measures the total varia­
tion about the mean Y bar explained by the regression (Draper 
and Smith, 1966:26). 
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The combined effects of the two dimensions for each of 
the three independent concepts on each of the criteria of effec­
tiveness are presented in Tables 5.8 to 5.11. 
Table 5.8. Regression of Independent Concepts With 
Items Measuring Adaptation 
Selectivity, Socialization, 
and Communication 
Concepts measuring Multiple 
Adaptation R R-Square F-Ratio 
Means of adapting to the exter­
nal environment, Var.406(M) .534 
Progressivism-traditionalism 
orientation, Var.407(0) .446 
Risk orientation, Var.408(O) .484 
,285 
.199 
.234 
4.97986** 
3.10037* 
3.81640** 
Ratio of average sales to aver­
age net operating revenue, Var. 
409(E) .561 .314 5.73058** 
*Significant at the .05 level. 
**Significant at the .01 level. 
Table 5.9. Regression of Independent Concepts with Items 
Measuring Integration 
Concepts measuring 
Integration 
General organization of firm, 
Var.410(M) 
Orgamizational budget use, Var. 
411(M) 
Selectivity, Socialization, 
and Communication 
Multiple 
R R-Square F-Ratio 
.605 .367 7.23465** 
.547 .299 5.32512** 
**Significant at the .01 level. 
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Table 5.9, (continued) 
Selectivity, Socialization, 
emd Communication 
Concepts measuring 
Integration 
Multiple 
R R-Square F-Ratio 
Orientation toward individual­
ism, Var.412(0) .114 .013 0,16588 
Average sales, Var.413(E) .227 .051 0,67617 
Employee turnover, Var.414(E) .320 .103 1.43012 
Table 5.10. Regression of Independent Concepts With 
Items Measuring Latency 
Selectivity, Socialization, 
and Communication 
Concepts measuring 
Latency 
Multiple 
R R-Square F-Ratio 
Positive attitudes toward means 
of increasing employee produc­
tion, Var.415(û) .339 
Negative attitudes toward means 
of increasing employee produc­
tion, Var.416(0) *215 
Mcoiager satisfaction with 
authority, Var.417(E) .250 
Job saxisiaction, Var,413(E) ,403 
Community satisfaction, Var, 
419(E) .333 
.046 
.062 
.111 
0.60554 
0.83315 
2.42534* 
1.55618 
•Significant at the .05 level. 
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Table 5.11. Regression of Independent Concepts with Items 
Measuring Goal Attainment 
Selectivity, Socialization, 
and Communication 
Concepts measuring 
Goal Attainment 
Multiple 
R R-Square F-Ratio 
Orientation toward profit, 
Var.420(0) .219 .048 0.63077 
Manager perception of employee 
influence on goals, Var.421(0) .309 ,095 1.31936 
Ability to msike and implement 
major decisions, Var.422(M) .486 .236 3.85794** 
Ratio of savings to fixed 
assets, Var.423(E) .468 .219 3.51471** 
Average net savings, Var.424 
(E) .566 .320 5.88682** 
Position satisfaction, Var. 
425(E) .316 .100 1.39019 
**Significant at the .01 level. 
Ten (10) of the twenty (20) F-ratios are statistically sig­
nificant. Eight are significant at the .01 level, amd two are 
significcint at the .05 level. The combined influence of selec­
tivity, socialization, and communication is significaintly related 
to each of the items measuring adaptation, three of the six goal 
attainment items, two integration items, and one of the five items 
measuring latency. 
The separate contributions of selectivity, socialization, 
and communication to effectiveness are presented in Tables 5.12 
to 5.15. 
Table 5.12, Partial Regression Coefficients eind Respective F-Ratios of 
Items Measuring Independent Concepts with Items 
Measuring Adaptation 
Concept s Selectivity Socialization Communication 
measuring Var.404 Var.405 Var.402 Var.403 Var*400 Var.401 
Adaptation B/(F)+ B/(F)+ B/(F)+ B/(F)+ B/(F) + 
Means of adapting to 
the external en- .307 .180 -.129 .268 .371 -*087 
vironment, Var.4Q6 (1,508) (0,606) (1,121) (2.416) (5.690)* (0.077) 
Progressivism-tra-
ditionalism orien- .241 .030 ,014 ,215 .025 -«082 
tation, Var.407 (2.950) (0,053) (0.040) (4,944)* (0,079) (0.217) 
Risk orientation, 
Var,408 .208 -.068 .040 .008 ,097 ,021 
(6,587)* (0.824) (1.019) (0.018) (3.669) (0,041) 
Ratio of average 
sales to average 
net operating .124 ,224 ,219 .109 .203 ,178 
revenue, Var.409 (0,682) (2,586) (8,966)** (1.105) (4,701)* (0.899) 
*Significant at the ,0.'5 level. 
**Significant at the ,01 level. 
^+B/F = Regression coefficient, B, and F-Ratio, (F), respectively. 
Table 5.13. F-Ratios of Items Measuring Independent Concepts With Items 
Measuring Integration 
Concepts Selectivity Socialization Communication 
measuring Var.404 Var,405 Var.402 Var.403 Var.400 Var.401 
Integration B/(F)+ B/(F)+ B/(F) + B/(F}+ B/(F)+ B/(F) + 
General organization -.127 .348 -.052 .309 .453 -.047 
of the firm, Var.410 (0.436) 13.816) (0.309) (5.413)* (14.290***)(0.039) 
Budget use, Var.411 .083 .186 -.068 .177 .231 -.158 
(0.336) (1.963) (0.944) (3.203) (6.694)* (0.773) 
Orientation toward 
individualism, Var. .004 .013 -.002 -.024 .042 -.051 
412 (0.002) (0,025) (0.003) (0.138) (0.537) (0.194) 
Average sales, Var. -.050 .055 -.004 .071 .038 .104 
413 (0.308) (0.436) (0.009) (1.326) (0.470) (0.872) 
Employee turnover, -.096 .042 -.038 .099 -.100 -.087 
Var.414 (1.191) (0.270) (0.805) (2.705) (3.364) (0.628) 
*Significant at the .05 level. 
^^Significant at the .01 level. 
Table 5.14. F-Ratios of Items Measuring Independent Concepts and Latency 
Concepts Selectivi ty Socialization Communication 
measuring Var.404 Var.405 Var.402 Var.403 Var«400 Var*401 
Latency B/(F)+ B/(F)+ B/(F)+ B/(F)+ B/(F)+ B/(F) + 
Positive attitudes 
toward means of in­
creasing employee -.074 «001 -.048 *156 *036 -«071 
production, Var.415 (0.712) (0.000) (1.288) (6.749)* (0.436) (0.428) 
Negative attitude:; 
toward means of in­
creasing employee .042 -.068 .046 -.055 -.029 .073 
production, Var.416 (0.220) (0.663) (1.109) (0.787) (0.268) (0.417) 
Satisfaction with o079 *026 .017 .045 -.115 -.074 
authority, Var.417 (0.776) (0.906) (0.161) (0.520) (4.251)* (0.437) 
Job satisfaction, -.133 .165 .092 .065 -.047 -.075 
Var.418 (2.463) (4.434)* (5.016)* (1.221) (0.786) (0.494) 
Community satisfac- -.031 .161 .051 -.034 -.030 -*188 
tion, Var.419 (0.122) (3.941) (1.418) (0.327) (0.296) (2.965) 
*Significant at the .05 level « 
Table 5,15. F-Ratios of Items Measuring Independent Concepts emd Goal Attainment 
Concepts Selectivity Socialization Communication 
measuring Var.404 Var.405 Var.402 Var.403 Var.400 Var,401 
Goal Attainment B/(F) B/(F)+ B/(F) + B/(F) + B/(F) + B/(F) + 
Profit orientation, .133 .022 .006 -.063 .011 .021 
Var.420 (2.150) (0.067) (0.018) (1.010) (0.040) (0.033) 
McOiager perception 
of employee influ­
ence on goals, Var. -.020 .086 -.029 .110 -.078 .167 
421 (0.050) (1.113) (0.445) (3.284) (2.011) (2.291) 
Ability to make and 
implement major -.082 .245 .063 .175 .130 -.193 
decisions, Var.422 (0.428) (4.482)* (1.079) (4.134)* (2.804) (1.528) 
Ratio of savings to .408 .052 .298 -.189 -.113 .138 
fixed assets, Var.423 (6.767)* (0.127) (15.255)** (3.065) (1.344) (0.494) 
Average net savings, .136 .060 .187 -.016 .040 .077 
Var.424 (3.178) (0.720) (25.506)** (0.097) (0.723) (0,647) 
Position satisfac- -.068 .059 .049 «054 -.018 -.120 
tion, Var.425 (1.054) (0.920) (2.317) (1.373) (0.187) 2.081 
*Significajit at the .05 level. 
**Significajit at the .01 level. 
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The actual criteria considered in the selection of mainagers 
are significantly related to risk orientation and the ratio of 
savings to fixed assets. The perceptions managers have of them­
selves are significantly related to job satisfaction aind the 
ability to make and implement major decisions. The socialization 
of managers is significantly related to the ratio of average 
sales to average net operating revenue, job satisfaction, the 
ratio of savings to fixed assets, and average net savings. The 
partial regression coefficients for the socialization of employees 
show significant relationships between employee socialization and 
progressivism-traditionalism orientations of managers, the gen­
eral organization of the firm, positive attitudes of managers 
toward meams of increasing employee production, and the ability 
of managers to make aind implement major decisions. Finally, the 
means of communication are significantly related to the means of 
adapting to the external environment, the ratio of average sales 
to average net operating revenue, the general organization of 
the firm, budget use, and the aimount of satisfaction managers 
express in the amount of authority given to them by their boards 
of directors. Findings show no significant relationships between 
the sonount of communication and effectiveness. 
The implications of the findings presented in this chapter 
are presented in the following chapter. The primary concern is 
with the hypothesized relationships between the independent 
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concepts and the d^endent concepts. However, some attention 
will be given to the relationships between the dependent concepts. 
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CHAPTER 6. 
DISCUSSION AND IMPLICATIONS 
The findings presented in the last chapter have several 
implications in terms of the social system approach to orga­
nizational effectiveness. Although the items measuring re­
cruitment selectivity, socialization, and communication were 
not always related to the items measuring effectiveness in 
the predicted direction, there is much evidence that the 
social system approach has certain advantages over the use of 
the formal goals approach to organizational effectiveness. 
This chapter discusses the implications of the findings. The 
primary focus is on the relationship between the three inde­
pendent concepts aind the four effectiveness criteria. How­
ever, some attention will be given to the intercorrelations 
between the dependent conc^ts. The purpose is not to exhaust 
the number of possible implications, but to discuss those which 
appear most relevemt to the evaluation of the effectiveness of 
an economic organization. 
Each of the hypotheses predicted a positive relationship 
between two concepts. For the most part, the findings shew 
only partial support for the hypotheses tested. Most of the 
zero-order correlations axe positive, but not statistically 
significaint. Some of the correlations are negative, but very 
few are statistically significant at the .05 level or better. 
177 
A major problem is encountered with different items 
measuring single concepts. Many of the inconsistencies noted 
in the last chapter resulted from a lack of consistency between 
two or more items chosen as measures of different dimensions 
of the same concept. This supports the views of those who 
recognize that measurement is a major problem affecting empir­
ical studies of organizational effectiveness. 
Recruitment Selectivity and Effectiveness 
Mulford _e^ al. (1972:16) reported a significant positive 
relationship between recruitment selectivity aind effectiveness 
in the normative organization they studied. Findings in this 
dissertation show recruitment selectivity to be most related 
to effectiveness in terms of adaptation. The criteria believed 
to have been considered in the actual selection of cooperative 
managers are directly related to the ability of cooperatives 
to adapt to their external environment^ Seven of the eight 
zero-order correlations showing the relationship between recruit­
ment selectivity and adaptation are statistically significant• 
On the other hauid, recruitment selectivity is not highly related 
when effectiveness is viewed from the standpoint of latency. 
Only one of the ten (10) items used to test the relaxionship 
between recruitment selectivity aoid latency is statistically 
significant. The perceptions managers have of themselves as 
managers are significantly and positively related to the satis­
faction they express in their communities. It is possible that 
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community satisfaction may be influenced by factors other them 
the participation of mainagers in farmer cooperatives. On the 
other hauid, it may be that managers who see their role as man­
ager as being important to the community are more inclined to 
express satisfaction with their community than managers who look 
upon their managerial role as being less importaint. Thus, man­
agers holding more positive self-concepts of themselves as man­
agers are likely to express greater satisfaction in their com­
munity thain those whose perceptions of themselves are less pos­
itive. 
The relationship between recruitment selectivity and inte­
gration is somewhat stronger than the one between recruitment 
selectivity amd latency. Four of the ten (10) items measuring 
the relationship axe significantly and positively correlated 
(See Tables 5.1 and 5.7). The selection of managers is espe­
cially related to the ability of mamagers to orgainize their 
cooperatives and the manner in which they plan and maJce use of 
budgets in their orgamizations« 
Based on studies by Mulford .e;t (1972), Padgitt (1972), 
amd Sherlock and Morris (1967:27-46), a much stronger relation­
ship was ejqjected between recruitment selectivity and goal at­
tainment than actually found in this dissertation. Only five 
of the twelve (12) items showing the relationship between 
recruitment selectivity and goal attainment are positively and 
significantly correlated (See Table 5.7). The criteria believed 
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to have been considered in the selection of managers and the 
perceptions managers have of themselves are both significantly 
related to the ability of managers to make and implement major 
decisions and the average net savings of the cooperatives. The 
criteria considered in the selection of managers are also sig­
nificantly correlated with the profit orientations of managers. 
It is the only measure of the independent concepts which is 
significantly related to orientations toward profit. The highest 
single correlation in terms of goal attainment is between the 
perceptions managers have of themselves and their ability to 
maJce and implement major decisions. Findings based on zero-
order correlations show no significant relationships between 
recruitment selectivity and the following measures of goal at­
tainment : 
1. Managers' perceptions of the influence employees 
have on goals (O) 
2. The ratio of savings to fixed assets (E) 
3. The satisfaction managers express with their 
positions as managers (E) 
There is virtually no relationship between recruitment 
selectivity and position satisfaction (See Table 5=1}= Position 
satisfaction could possibly be a poor measure of organizational 
effectiveness when goal attainment is considered with recruit­
ment selectivity. A logical inference is that recruitment selec­
tivity is based on presumed orientations toward the collective 
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goals of the organization rather than on the private goals of 
individuals within the organization. 
Findings based on multiple regressions show recruitment 
selectivity to be significantly related to organizational ef­
fectiveness in terms of the items shown in Table 6.1. The 
values for all regressions are shown in Appendix E, 
Table 6.1. F-Ratios for Significant Relationships Between 
Selectivity Items and Items 
Measuring Effectiveness 
Dependent Concepts 
Actual 
Criteria 
F-Ratio 
Perceptions 
of Managers 
F-Ratio 
Adaptation 
Risk orientation 
Latency 
Job satisfaction 
Goal Attainment 
Ability to maJce and implement 
major decisions 
Ratio-savings/fixed assets 
6.587* 
N.S, 
M.S. 
6.767* 
N.S. 
4.434* 
4.482* 
N.S. 
^ot statistically significant. 
"Significant at the .05 level with 1 and 75 degrees of 
freedom. 
The criteria considered in selecting managers of farmer 
cooperatives are related to the orientations of mauiagers toward 
risk and the ratio of savings to fixed assets in the organizations. 
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Some degree of risk is involved in all operations of orgauii-
zations (Parsons, 1960:22-23). Conceivably, the willingness 
of managers to taJce risks could have some influence on the 
decision of the boards of directors to hire persons to perform 
managerial roles. Related to this is the fact that the means 
used by mainagers to train their employees and the means of 
communication employed by managers are also related to risk 
orientations. There is also some indication that cooperatives 
whose mamagers have positive attitudes towards their employees 
are more effective than those whose managers hold negative atti­
tudes toward their employees. They are more likely to be con­
cerned with the training emd development of their employees 
(See Table 5.2). 
Finally, there is some indication that the careful selec­
tion of mamagers may tend to reduce employee turnover. This is 
suggested by the negative, though unpredicted, relationship be­
tween the selection of managers and employee turnover. Had the 
.10 level been chosen, the correlation of -.163 would have been 
statistically significant. On the other hand, the perceptions 
managers have of themselves show almost no relationship (r=-,012) 
wixh employee turnover. 
Padgitt (1972:37) found the highest correlation in her 
study of normative organizations to be between selectivity and 
adaptation. A similar relationship exists in the economic orga­
nization studied in this dissertation. Of the eight items 
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measuring the relationship between the two concepts, three are 
significant at the .001 level, three at the .01 level, and one 
at the .05 level. The one nonsignificant correlation is between 
the perceptions managers have of themselves and risk orienta­
tions where a correlation of .091 suggests practically no rela­
tionship. 
As predicted, the actual criteria considered in the selec­
tion of managers and the perceptions managers have of themselves 
are both positively and significantly related to the following 
items measuring effectiveness (See Table 5.1): 
Goal Attainment 
1. The ability to make amd implement major deci­
sions (M) 
2. Average net savings (E) 
Adaptation 
3. Means of adapting to the external environment (M) 
4o Majiager orientations toward progressivism and 
traditionalism (Q) 
5. The ratio of average sales to average net oper­
ating revenue (E) 
Integration 
6. General organization of the firm 
7. Organizational budget use 
In general, recruitment selectivity is more highly corre­
lated with adaptation than with the other three criteria of 
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effectiveness (See Table 5,7). It correlates second highest 
with goal attainment, third with integration, amd fourth with 
latency. 
Although the findings shown in Table 5.1 are inconsistent, 
they do provide some^ insight into the relationship between re­
cruitment selectivity and effectiveness in an economic organi­
zation . 
Socialization and Organizational Effectiveness 
Empirical studies by Mulford et al. (1972:16) and Padgitt 
(1972) show a positive and significant relationship between so­
cialization and orgaaiizational effectiveness. Such a relation­
ship is also suggested in the works of Etzioni (1961) and 
Dobriner (1969). The relationship between socialization emd 
effectiveness in farmer cooperatives is inconsistent, espe­
cially when all items measuring effectiveness are considered 
together. The means used by mamagers to train and develop 
their employees are significantly correlated with each of the 
four items measuring adaptation. In general, there is a stronger 
relationship between the socialization experiences of managers 
themselves emd effectiveness. Surprisingly few significant pos­
itive correlations are found between socialization and integra­
tion. Since Etzioni (1961:142) says organizational socializa­
tion "is concerned with the processes by which the beliefs, 
norms, cOid perspectives of participants are brought in line with 
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those of the organization", it was also expected that a much 
higher relationship would exist between socialization and 
latency. Only two of the ten relationships tested are sig­
nificant in the predicted direction (See Table 5.7). However, 
it is possible that the marginal relationship between sociali­
zation and effectiveness can be explained, in part, by the 
uniqueness of farmer cooperatives as formal organizations. 
Compared with large corporations, local farmer cooperatives 
are small and function in a more gemeinschaft-like environment. 
The cooperatives studied in this dissertation range in size 
from one to fifty employees. The average size is 10.9 em­
ployees. 
Still cinother factor possibly affecting the observed rela­
tionship between socialization is the meaning of "lower partic­
ipants". Both mauiagers and employees are viewed as lower par­
ticipants in relation to a board cf directors in the cooperative. 
While both items measuring socialization are based on the means 
of socialization, they focus on different levels of lower par­
ticipants. Also, the measurement items in this dissertation do 
not focus on the contents of socialization to amy appreciable 
degree. Thus, tciken together, the two items measuring sociali­
zation are significantly related to only one effectiveness item, 
that is, the ratio of average sales to average net operating 
revenue—a measure of adaptation. 
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The socialization of managers is significantly amd pos­
itively related to effectiveness in terms of the following items 
(See Table 5.2): 
Goal Attainment 
1. Ratio of savings to fixed assets (r=o343), sig­
nificant at the .001 level (E) 
2. Average net savings (r=.467), significant at 
the .001 level (E) 
3. Position satisfaction (r=.203), significant at 
the .05 level (E) 
Adaptation 
4. Ratio of average sales to average net operating 
revenue (r=.301), significant at the .01 level 
(E) 
Integration 
None 
Latency 
5. Job satisfaction (r=.271), significant at the 
.01 level (E) 
The means used by majiagers to train their employees are 
significantly and positively related to the following effective­
ness items (See Table 5.2): 
Goal Attainment 
1. The ability of managers to maJce ajid implement 
major decisions (r=.346), significaint at the .001 
level (M) 
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Adaptation 
2. Means of adapting to the external environment 
(r=.356), significant at the .001 level (M) 
3. Manager orientations toward progrèssivism smd 
traditionalism (r=.377), significant at the .001 
level (O) 
4o Risk orientations of managers (r=,239), signif­
icant at the .05 level (O) 
5. The ratio of average sales to average net oper­
ating revenue (r=.329), significant at the .001 
level (E) 
Integration 
6. General organization of the firm (r=.422), sig­
nificant at the .001 level (M) 
7. Organizational budget use (r=.371), significant 
at the .001 level (M) 
Latency 
8o Positive attitudes of managers concerning means 
of increasing employee production (r=.279), sig-
nificaint at the .01 level (O) 
No significant positive relationships exist between sociali­
zation and the following measures of effectiveness in farmer co­
operatives (See Table 5.2): 
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Goal Attainment 
1. Orientations of managers toward profit (O) 
2. The perceptions of managers toward the influence 
employees have on goals (O) 
Integration 
3. Orientations of mamagers toward individualism (O) 
4. Average sales (E) 
5. Employee turnover (E) 
Latency 
6. Negative attitudes of managers toward means of 
increasing employee production (O) 
7. Manager satisfaction with the authority given to 
them by the boards of directors (E) 
8. Community satisfaction (E) 
Based on the number of significant correlations, there is 
evidence that in farmer cooperatives the socialization experiences 
of mamagers are most related to goal attainment; and the means 
used by managers to socialize their employees are most related 
to adaptation. The socialization of managers is related to adap­
tation only in terms of the ratio of average sales to average net 
operating revenue, v/hsreas the means used by managers to socialize 
employees is related to goal attainment only in terms of the abil­
ity of managers to make and implement major decisions. Despite 
the fact that socialization ejqaeriences of managers are not sig-
nificamtly related to integration, there is evidence that managers 
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do tajke the importance of this function into consideration in 
the perfornicince of their role as manager. This is suggested 
by the significant correlations between the meeins used by man­
agers to train their employees, the general organization of 
the firm, and organizational budget use (See Table 5.2). 
Further examination of the findings shows socialization 
to be less related to the internal problems of integration and 
latency than to the external problems of goal attainment and 
adaptation. Significant positive correlations for items meas­
uring the major concepts show socialization to be most highly 
related to adaptation, second to goal attainment, aoid least 
related to integration and latency (See Table 5.7). This is 
similar to the relationship observed between recruitment selec­
tivity aoid effectiveness. 
Next, findings based on multiple regression show the two 
measures of socialization to bs significantly related to the 
items of effectiveness as shown in Table 6«2 on p. 189. 
Especially noticeable are the high F-ratios showing the in­
fluence of socialization esqperiences of mauiagers on the ratio of 
savings to fixed assets and average net savings. Presumably, the 
ability of managers to maJce emd implement major decisions is di­
rectly related to the means they use to train aind develop their 
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Table 6.2. F-Ratios for Significant Relationships Between 
Socialization of Managers, Socialization of 
Employees, and Effectiveness 
Dependent Concepts 
Sociali zation 
of Mamagers 
F-Ratio 
Socialization 
of Employees 
F-Ratio 
Goal Attainment 
Ratio of savings to fixed 
assets (E) 15.255** 
Average net savings (E) 25.506** 
Ability of managers to make 
and implement major decisions 
(M) N.S. 
Adaptation 
Manager orientations toward 
progressivism and tradition­
alism (•) N.S. 
Ratio of average sales to 
average net operating revenue 
(E) 8.966** 
Integration 
General organization of the 
firm (M) N.S. 
Latency 
Positive attitudes of managers 
toward means of increasing em­
ployee production (G) N.S. 
N.S. 
N.S. 
4.134* 
4.944* 
N.S. 
5.413* 
Job satisfaction (Ej 5.016* N.S. 
^ot statistically significant. 
**Significant at the .01 level with 1 and 75 degrees of 
freedom. 
*Significant at the .05 level with 1 and 75 degrees of 
freedom. 
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employees. Similar implications cam also be made concerning 
the progressive-traditional orientations of managers, the 
general organization of cooperatives, aind the positive atti­
tudes managers have toward their employees. 
The ability to make rational decisions is necessary for 
the successful management of any organization. While the so­
cialization experiences of managers contribute greatly to goal 
attainment in farmer cooperatives, there is evidence that social­
ization ejqseriences of mainagers contribute little to their abil­
ity to achieve integration within the orgemizations. This is 
suggested by the fact that socialization experiences of memagers 
are not significauitly related to any of the items measuring inte­
gration. Inasmuch as two of the zero-order correlations showing 
the relationship between socialization of employees and integra­
tion axe significant in the predicted direction, a logical infer­
ence is that the meeins used by managsrs to train and develop their 
employees influence organizational integration. However, it can 
also be argued that this is a consequence of the socialization 
experiences of managers; because without knowledge of the appro­
priate means for training their employees, managers would be un­
able to achieve the minimum integration necessary for the survival 
and success of the organization. The two integration items which 
are significaintly related to the socialization of employees are 
the general organization of the firm and orgauiizational budget use. 
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In general, the relationship between socialization and 
effectiveness is lower than expected. The socialization of 
raainagers is most highly related to goal attainment, while the 
means used by managers to provide for the socialization of 
their employees are most highly related to adaptation. A com­
paratively weaJk relationship exists between socialization sind 
the internal problems of integration and latency, with the 
exception of the general organization of the firm, budget use, 
and positive attitudes toward means of increasing employee 
production. Socialization experiences of managers are signifi­
cantly related to only one item measuring latency, that is, 
job satisfaction. In this case, it is highly possible that 
appropriate socialization provides managers with the necessary 
skills, knowledge, and attitudes that make them more competent 
and more satisfied with their jobs. It is logical to expect 
that managers who have been more adequately socialized for 
their roles tend to be more successful, so they express greater 
satisfaction in their job thaji managers whose socialization 
experiences are inadequate» 
Findings in Table 6.2 show the socialization of managers 
to be significantly related to certain items measuring goal 
attainment, adaptation, and latency; but the socialization 
experiences of mamagers in farmer cooperatives are not signifi­
cantly related to amy of the items measuring integration when 
the partial regression coefficients are considered. The 
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significant F-ratios are for items designating means and ends 
of effectiveness. The socialization of employees is not sig­
nificantly related to goal attainment, but it is significemtly 
related to the progressive-traditional orientations of man­
agers, the general organization of the firm, cind the positive 
attitudes managers have toward meauns of increasing employee 
production. Thus, in terms of intervening concepts, the so­
cialization of employees is related to items designating 
orientations aind means. 
In general, the relationship between socialization and 
effectiveness in farmer cooperatives shows an inconsistent 
pattern. In part, this may be attributed to measurement errors, 
the unique characteristics of farmer cooperatives, and the 
gemeinschaft-like environment in which the orgajiizations are 
located. 
According to Etzioni (1961:144), economic crgamizations 
rely heavily on external agencies for the initial socialization 
of lower participant s. This may not be the case in local farmer 
cooperatives. The managers of some of the cooperatives indi­
cated a willingness to accept anyone who could "do the job" with 
no reference to any specific skills which required specialized 
preliminary training. However, findings in this dissertation 
show that both managers and employees received special training 
in some specialized areas once they entered the organization. 
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Finally, the items measuring socialization in this disser­
tation focus on instrumental rather thaji expressive socializa­
tion. Etzioni (1961:144) says expressive socialization is more 
characteristic of normative organizations, but a limited amount 
may be carried out by solidary work groups within economic orga­
nizations. This may be one reason for the limited number of sig­
nificant zero-order correlations between socialization and latency 
shown in Table 5.2. 
Communication and Effectiveness 
Much has been written about the influence of communication in 
formal organizations. Yet, research in communication has lagged 
behind studies focusing on other aspects of orgainizational behavior 
(Guetzkow, 1965:569). As formal organizations, farmer cooperatives 
have encountered major communication problems since they came into 
existence. According to the Farmer Cooperative Service (1965:49), 
"Cooperatives have found they must adjust and adapt their communi­
cation activities just as they do their operations." 
Findings in this dissertation suggest that the means of com­
munication are more important than the amount of communication 
in farmer cooperatives. The meeins of communication used by man­
agers to communicate with their employees ranged from informal 
verbal sessions to regularly scheduled formal meetings. For the 
most part, managers made use of verbal means of communication. 
However, several respondents indicated the use of a combination 
of verbal and written meaois of communication. The amount of com­
munication is not positively amd significantly related to any of 
194 
the twenty (20) items used as measures of effectiveness. In one 
instamce it is negatively correlated to am effectiveness measure 
at the .03 level. The frequency with which managers associate 
with their employees is negatively correlated with the aanount of 
satisfaction managers express with their communities. On the 
other haindj the means of communication are negatively smd signif­
icantly correlated with employee turnover. It may be recalled 
that a high, but nonsignificant, negative correlation exists be­
tween the criteria believed to have been considered in the selec­
tion of managers and employee turnover. Thus, a possible implica­
tion is that careful recruitment of cooperative mamagers along 
with the use of appropriate meains of communication by mamagers 
may enhamce organizational effectiveness by minimizing the rate 
of employee turnover. 
Both the means of communication amd criteria considered in 
the selection of managers are positively and significantly related 
to all items measuring adaptation amd the saume two items measuring 
integration (See Tables 5.1 and 5.3). On the other hamd, neither 
is significantly related to amy of the items measuring latency. 
Communication is necessary to achieve integration. In farmer co-
cJ c.juCLu2.wTi on vA&s luSons ojk. ^2» 
than on the aimount of communication. 
The means of communication are positively and significantly 
correlated with: 
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Goal Attainment 
1. Ability of managers to maike and implement major 
decisions (r=.323), significant at the .002 
level (M) 
2. Average net savings (r=.240), significant at the 
.015 level (E) 
Adaptation 
3. Meains of adapting to the external environment 
(r=.452), significant at the .001 level (M) 
4. Orientations toward progressivism and tradi­
tionalism (r=.27l), significant at the .007 
level (O) 
5. Risk orientations (r=.394), significant at the 
.001 level (O) 
6. Ratio of average sales to average net operating 
revenue (r=.406), significant at the .001 level 
(E) 
Integration 
7. General orgamization of the firm (r=.531), sig­
nificant at the .001 level (M) 
8. Orgaziizational budget use (r=.458), significant 
at the .001 level (M) 
Lat ency 
None, 
Significant F-ratios based on multiple regressions are 
shown in Table 6.3. 
196 
Table 6,3, F-Ratios for Significant Relationships Between the 
Means amd Amount of Communication and Effectiveness 
Dependent Concepts 
Means of 
Communication 
F-Ratio 
Amount of 
Communication 
F-Ratio 
Adaptation 
Means of adapting to the 
external environment 5.690* 
Ratio of average sales to 
average net operating revenue 4«701* 
Integration 
General organization of the 
firm 14.290** 
Budget use 6.694* 
Latency 
Satisfaction with authority 4.251* 
N.S, 
N.S, 
N.S. 
N.S, 
N.S. 
^ot statistically significant. 
*Significajit at the .05 level with 1 said 75 degrees of 
freedom. 
**Significant at the .01 level with 1 and 75 degrees of 
freedom. 
The significant F-ratio for means of communication amd sat­
isfaction with authority is a negative relationship. The zero-
order correlation for the relationship is -.165 which is sig­
nificant at the .070 level rather than the .05 level suggested 
above« 
The use of appropriate means of communication influences 
effectiveness by enabling farmer cooperatives to more successfully 
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adapt to the external environment and to achieve greater inte­
gration within the organizations» The meems of communication 
also contribute to goal attainment, but the effects are not as 
great as expected* Only the ability of managers to make and 
implement major decisions and average net savings are signif­
icantly correlated with the meains of communication so far as 
goal attainment is concernedo 
particularly interesting is the relationship between the 
means of communication and the general organization of the 
firm, a measure of integration (See Table 5o3), The means of 
communication contribute more to the general organization of 
farmer cooperatives than to any of the indices of organiza­
tional effectiveness » Considerable support is given to the 
statements by Warren, Beal, and Bohlen (1967:74) that: 
Communication and control are important in 
coordinating the efforts of the individuals 
and subsystems toward the common goal. Both 
formal (channeled) communication and infor­
mal communication are important in the coor­
dination of activities and efforts. « . « 
Planning, organizing, directing, coordinating 
and controlling are the classical concepts in 
management, 
In local farmer cooperatives, most communication is face-to-face. 
However, a number of managers supplement face-to-face communi­
cation with periodic group meetings. While some use is made of 
written communication, it is not as extensive as in more complex 
formal organizations. 
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In general, findings in this dissertation provide several 
possible implications concerning the relationship between com­
munication and effectiveness. However, the information provided 
is too limited to conclude that to understand communication is 
to understand the organization in which it occurs (Rubenstein 
and Haberstroh, 1966:368), The data upon which this disser­
tation is based are too limited to make generalizations about 
the total impact of communication on organizational behavior. 
For example, none of the items in this study deals with the 
content or channels of communication. As suggested by Guetzkow 
(1965:569), much additioned. research is needed to fully under­
stand the relationship between communication and organizational 
effectiveness, 
Overall, neither of the selected social processes is sig­
nificantly related to the following measures of effectiveness 
in the predicted direction. 
Goal Attainment 
1, Managers perceptions of the influence employees 
have on goals (O) 
Integration 
2, Orientations toward individualism (O) 
3, Average sales (E) 
Latency 
4, Negative attitudes managers have toward meems 
of increasing employee production (O) 
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5, The amount of satisfaction managers express 
with the authority given to them by their 
boards of directors (E) 
with the exception of average sales and satisfaction with 
authority, each of these items is an attitudinal measure. The 
fact that neither independent concept is significantly related 
to the orientations of managers toward individualism could pos­
sibly illustrate the fact that organizational goals are based 
on collective interests rather than the interests of any indi­
vidual within the orgainization (McKinney, 1966:183). A similar 
inference can be made concerning the nonsignificant corre­
lations between recruitment selectivity, socialization, and 
communication and the orientation of managers toward profit. 
Only the criteria considered in the selection of managers is 
significauntly correlated with profit orientations in the pre­
dicted direction. 
Cooperatives whose managers have more positive attitudes 
toward meeois for increasing employee production are more effec­
tive than those whose managers hold negative attitudes toward 
means of increasing employee production. This is similar to 
the findings in an earlier study of manager attitudes toward 
men and productivity by Rensis Likert. Likert (1958:42) con­
cludes : 
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This study demonstrates clearly that those 
managers who, as revealed in their ques­
tionnaires, have a favorable attitude toward 
men score achieve significantly higher per­
formance than those managers who have an un­
favorable score» 
In this dissertation, positive attitudes of managers axe more 
closely related to effectiveness in terms of adaptation them 
in terms of goal attainment. Only in the case of position 
satisfaction are positive attitudes toward employees signifi­
cantly and positively correlated with a measure of goal attain­
ment, On the other hand, managers who held positive attitudes 
toward their employees are more inclined to provide for the 
training and development of employees* This is suggested by 
the significant F-ratio shown in Table 5,14, 
The preceding discussion centered around the relation­
ship between the independent concepts and effectiveness. As 
pointed out, the combined influence of recruitment selec­
tivity, socialization, and communication is most related to 
effectiveness in terms of the ability of farmer cooperatives 
to adapt to environmental conditions. Significant F-ratios 
are found for each of the items measuring adaptation, three 
measuring gocU. attainment, and one measuring latency (See 
Tables 5,8 to 5,11), The analysis of data based on zero-order 
correlations and multiple regressions suggest the need for 
farmer cooperatives to devote more time and resources to the 
internal problems of integration and latency. Within the 
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framework of Parsons' conceptual scheme, each of the func­
tional problems (goal attainment, integration, latency, and 
adaptation) must be obtained to a minimum degree if the orga­
nization is to survive and be effective. 
Compared with studies by Mulford e^ aJ.» (1972) and 
padgitt (1972) of normative organizations, only moderate sup­
port is given to the hypothesized relationships between re­
cruitment selectivity, socialization, communication, and the 
criteria of effectiveness in this exploratory study of an 
economic organization. All of the correlations in their 
studies were statistically significant in the predicted direc­
tion, Findings in this study axe inconsistent. While some 
of the inconsistencies may be attributed to measurement errors, 
it is possible that others are a reflection of the unique 
characteristics of farmer cooperatives as formal organizations. 
Furthermore, the items measuring the independent and dependent 
concepts are not identiceil to those used by Mulford e^ al, and 
padgitt. As such, it cannot be concluded with a high degree 
of certainty that the differences observed distinguish between 
economic organizations and normative organizations. Yet, there 
is a considerable amount of evidence that the social system 
approach has certain advantages over the use of single goals 
as measures of organizational effectiveness. 
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Relationship Between Dependent Concepts 
This section discusses how the criteria of effectiveness 
are related to each other, A positive relationship between 
adaptation emd goal attainment is implied in the works of 
many writers, but the purpose here is to describe the rela­
tionship between each of the four criteria of effectiveness 
in farmer cooperatives. In the normative organization studied 
by Mulford e^ al. (1972:13) each of the concepts was positively 
and significantly correlated at the ,01 level. The highest 
correlation was found between adaptation and goal attainment, 
and the lowest correlation was found between integration and 
latency. 
It was suggested previously that farmer cooperatives 
devote more time and resources to the internal problems of inte­
gration and latency. Not a single item showing the relationship 
bstv.'een integration and latency is significantly correlated in 
the predicted direction. In two instances, significant nega­
tive correlations exist. These are between positive attitudes 
mamagers have toward means of increasing employee production 
and employee turnover and between the satisfaction of managers 
with the authority given to them by their boards of directors 
and average sales. The strongest and most consistent relation­
ship is found between adaptation and integration. The highest 
single correlation for items measuring the relationships between 
these two concepts is between means of adapting to the external 
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environment amd the general organization of the firm where a 
correlation of .574 is significant at the .001 level (See Table 
5.5}o The relationships between adaptation, integration, la­
tency, and goal attainment are only moderate (See Table 5.4). 
The relationship between latency and goal attainment is only 
slightly better than the relationship between integration and 
goal attainment. Three of the latency items are negatively and 
significantly correlated with adaptation items, and only one of 
the positive correlations is statistically significant (See 
Table 5.5), The correlation between managers' orientations 
toward progressivism emd traditionalism and their positive atti­
tudes toward means of increasing employee production is signif­
icant at the .001 level. Perhaps, managers who are less tradi­
tional tend to show more favorable attitudes toward their em­
ployees. 
The moderate relationship between latency aaid goal attain­
ment supports the view of Carzo and Yainouzas (1967:246), Parsons 
(1953:190), and the writer's prediction. It is possible that 
too much emphasis on the achievement of officially stated goals 
can lead to increased tension which lowers the morale and com­
mitment of participants in the orgauiization. 
In conclusion, the inconsistencies found between items 
measuring the major concepts in this dissertation point out some 
of the problems encountered in empirical studies of organizational 
effectiveness. Measurement errors obviously account for some of 
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the inconsistencies, but it is also possible that the observed 
outcomes illustrate what Yuchtman and Seashore (1967:892) meant 
when they stated, "Results from past studies show numerous in­
consistencies, smd are difficult to evaluate and interpret, let 
alone compare." Yet, this exploratory inquiry does suggest some 
of the aspects of farmer cooperatives that should receive special 
consideration in future empirical studies of effectiveness. 
The AGIL scheme provided by Parsons appears to be a prom­
ising model for the assessment of organizational effectiveness. 
Findings in this dissertation suggest that the social system 
approach provides a conceptual framework from which much knowl­
edge cam be derived that would be obscured by restricting the 
research focus to the attainment of official orgamizational goals. 
The four problem categories allow researchers to classify several 
measures of effectiveness into logically distinct categories. 
Intervening concepts such as orientations, means, and ends of 
effectiveness cam also be considered. Equally relevant is the 
fact that the scheme can be used to focus on different levels 
of various systems amd subsystems. The concern in this disser­
tation is with local farmer cooperative mamagers and employees 
as lower participauits, compared with the boards of directors 
or state, regional, or national cooperatives; but the conceptual 
model followed could be applied just as effectively at amy other 
level. Effrat (1968:98) puts it this way: 
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As opposed to the long lists of functional 
requisites that beceune current in the early 
fifties, Parsons offered a set which sought 
to be systematic, logically exhaustive, ana­
lytically distinct, and clear about the dis­
tinctions aimong levels of generality of 
various social and psychological systems. 
In this dissertation, the writer attempted to illustrate how 
the list of functional requisites can be reduced by subsuming 
the twelve goals identified by McCabe (1966) amd the twenty-
four dimensions of effectiveness listed by Mahoney (1967) under 
one or another of the four categories in the AGIL model. 
Finally, the social sciences are badly in need of im­
proved models to follow when conducting empirical studies of 
orgamizational effectiveness. By examining the relationship 
between the three social processes (recruitment selectivity, 
socialization, and communication) from Etzioni's (1961) com-
plicuice theory and the criteria of effectiveness (goal attain­
ment, adaptation, integration, and latency), the earlier studies 
by Mulford et (1968 and 1972), Padgitt (1972), and this dis­
sertation provide empirical bases from which improvements can 
be made. Unlike the studies by Mulford e^ al. and Padgitt 
which focused on normative organizations, the focus in this 
dissertation has been on an economic organization. In view of 
this, it is recommended that future researchers devote more 
attention to the utility of the social system approach to the 
evaluation of organizational effectiveness. While many problems 
remain, findings in this dissertation provide empirical evidence 
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that organizational complexity precludes the use of a single 
or a few criteria for the objective assessment of the effec­
tiveness of economic orgaaiizationso 
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CHAPTER 7. 
SUMMARY 
This dissertation reports findings from am eijç>irical 
study of the effectiveness of economic organizations, namely, 
farmers' cooperatives. The pervasive impact of formal orga­
nizations in modern societies is a well-known social fact. In 
general, modern industrial, urban societies may be described 
as orgajiization societies. Implicit in the writings of such 
persons as Etzioni (1964) is the notion that almost every 
aspect of social life today is affected by one or more formal 
orgajiizations. Yet, past theoretical and empirical studies 
indicate the need to explore alternative models for the eval­
uation of effectiveness in multiple goal orgaoiizations. While 
formal organizations antedate the founding of the discipline, 
one of the first sociologists to produce a classical work in 
the area was Max Weber, His development of the concept bureauc­
racy inspired many theoretical and empirical studies of formal 
orgsmizations. However, existing theoretical gaps and empir­
ical problems have caused some social scientists to challenge 
Weber's model and to search for conceptual frameworks that 
focus on aspects of formal orgamizations which received little 
attention by Weber. For instance, some argue that Weber pre­
sented a static amd one-sided view of bureaucracy. Since 
Weber's model of bureaucracy depicts formal organizations as 
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being basically the sauae, Etzioni (1961) believes the model is 
of limited use in comparative research. 
The specific focus in this dissertation has been on the 
use of an alternative model to evaluate the effectiveness of 
local farmer cooperatives in Iowa. The social system model 
was chosen as an alternative to the goal model which focused 
almost exclusively on goals amd followed closely the concep­
tual fraanework of Weber's ideal type bureaucracy. Farmer 
cooperatives fall within Etzioni's (1961) classification of 
cm economic organization rather than a normative or coercive 
orgamization. As economic organizations, farmer cooperatives 
have existed in the United States since the nineteenth century. 
Rural sociologists have conducted numerous studies of farmer 
organizations, but few of these studies have focused exclusively 
on the effectiveness of these organizations. 
The purpose of xhis dissertation was twofold. First, it 
was exploratory in that effectiveness was assessed in a non-
traditional manner. Second, it sought to test a limited number 
of hypotheses to provide an unbiased evaluation of the effec­
tiveness of an economic organization by using selected data from 
a study of farmer cooperatives. Based on the problems identi­
fied, two general and three specific objectives were stated. The 
general objectives were: 
1. To review basic models proposed for the evaluation 
of the effectiveness of formal organizations, amd 
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2. To investigate the utility of a selected model in 
the evaluation of the effectiveness of an economic 
organization. 
The three specific objectives were: 
1. To investigate the feasibility of the social system 
approach to evaluate the effectiveness of local 
farmer cooperatives in Iowa. 
2. To identify specific problems of empirical research 
on the effectiveness of farmer cooperatives as 
economic organizations, aind 
3. To provide a sociological guide for use in more 
comprehensive future studies of the effectiveness 
of farmer cooperatives. 
The theoretical framework followed was grounded in struc­
tural -function alism. The structural-functional perspective allowed 
for the assessment of effectiveness by visv.'ing farner coopera­
tives as social systems. Rather than devote exclusive attention 
to the attainment of officially stated orgemizational goals, sm 
underlying assumption was that each of the functional prerequi­
sites of social systems could be viewed as a supportive or de­
rived goal. Consequently, the four functional imperatives 
(adaptation, goal attainment, integration, smd latency) of Parsons 
(1956c) AGIL scheme were selected as the criteria of effectiveness. 
The three independent concepts (recruitment selectivity, sociali­
zation, and communication) were selected from Etzioni's (1961) 
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compliance theory of complex orgaoiizations. Both Parsons and 
Etzioni are proponents of structural-functionalism. Parsons 
has focused primarily on the goals and supportive goals of 
organizations, while Etzioni has been primarily interested in 
the correlates of effectiveness. 
In addition to the theoretical framework, chapter three 
included discussions on formal organizations, organizational 
effectiveness, basic models of organizational effectiveness, 
three intervening concepts (orientations, means, and ends), 
and the derivation of general and supportive hypotheses. Based 
on a ceureful review of past theoretical and empirical studies, 
four general and eighteen (18) supportive hypotheses were for­
mulated. The general hypotheses were: 
There is a relationship between recruitment 
selectivity, socialization, and communication and organizational 
effectiveness (goal attainment, adaptation, integration, and 
latency). 
G.H. I; There is a relationship between recruitment 
selectivity aind organizational effectiveness. 
G.H, II: There is a relationship between socialization 
and the four functional imperatives of social systems. 
G.H. Ill: There is a relationship between communication 
cind the four functional imperatives of social systems. 
G.H. IV: There is a relationship between each of the four 
functional imperatives of social systems. 
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The eighteen (18) supportive hypotheses derived were 
treated empirically in chapter four. The three independent and 
four dependent concepts were operationalized. The data were 
emalyzed by means of Pearson (zero-order) correlations cuid 
multiple regression. This provided am unbiased evaluation of 
the predicted relationships between the independent concepts 
and the criteria of effectiveness. Pearson (zero-order) corre­
lations were also used to assess the interrelationships of items 
forming both independent amd dependent concepts. 
Findings were not completely consistent and reaffirmed the 
observations of past researchers who called attention to specific 
problems that impede empirical research on organizational effec­
tiveness. However, it was assumed that some of the findings may 
be attributed to the unique nature of farmer cooperatives them­
selves. Compared with more highly complex formal organizations, 
local farmer cooperatives in Iowa tend to be oriented toward the 
needs of a more gemeinschaft segment of the national economy. 
Yet, many of the findings clearly indicate problems related to 
the identification, delineation, and measurement of the criteria 
of organizational effectiveness. 
A summary of the findings based on zero-order correlations 
is presented in Table 7.0 on the following page. 
Table 7.0. Summary of Findings Based on Pearson (Zero-order) Correlations 
Independent variable 
Significant 
relation in 
predicted 
direction 
Recruitment Selectivity 
Criteria, Var.404 
Perceptions, Var,405 
Socialization 
Managers, Var.402 
Employees, Var.403 
Communication 
Means, Var.400 
Amount, Var.401 
Recruitment Selectivity 
Criteria, Var.404 
Perceptions, Var.405 
Socialization 
Managers, Var..402 
Employees, Var,403 
3 
2 
3 
1 
2 
0 
4 
3 
1 
4 
No 
significant 
relation 
Significajit 
relation in 
opposite 
predicted 
direction 
Dependent 
variable 
3 
4 
3 
5 
4 
6 
0 
1 
3 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
Goal 
Attainment 
Adaptation 
Table 7.0. (continued) 
Independent variable 
Significant 
relation in No 
predicted significant 
direction relation 
Communication 
Means, Var.400 
Amount, Var«401 
Recruitment Selectivity 
Criteria, Var.404 
Perceptions, Var.405 
Socialization 
Managers, Var.402 
Employees, Var.403 
Communication 
Meems, Var.400 
Amoun t, Var.401 
4 
0 
2 
2 
0 
2 
2 
0 
0 
4 
3 
3 
5 
3 
2 
5 
Significant 
relation in 
opposite 
predicted 
direction 
Dependent 
variable 
0 
0 
Adaptation 
O 
0 
Integration 
0 
0 
0 t r  
Table 7.0. (continued) 
Independent variable 
Significant 
relation in 
predicted 
direction 
Recruitment Selectivity 
Criteria, Var.404 
Perceptions, Var.405 
Socialization 
Managers, Var.402 
Employees, Var.403 
Communication 
Means, Var.400 
Amoun t, Var.401 
TOTAL 
0 
1 
1 
1 
0 
O 
38 
No 
significant 
relation 
Significant 
relation in 
opposite 
predicted 
direction 
5 
4 
4 
4 
5 
4 
80 
0 
0 
0 
0 
0 
1 
2 
Dependent 
variable 
Latency 
to 
M 
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Pearson correlations were computed for 120 relationships 
between the independent and dependent variables. It was pre­
dicted that all relationships would be significant in a posi­
tive direction. Findings show a sizeable majority of the sig­
nificant relations to be in the predicted direction, but a 
greater number of the relationships were not statistically sig­
nificant in either direction. Only two relationships were sig­
nificant in the opposite direction. In general, there appears 
to be some evidence to support the assumption that the selected 
social processes enhance organizational effectiveness when ef­
fectiveness is defined as the relationship between these proc­
esses and the four functional prerequisites of social systems 
suggested by Parsons. 
Based on the use of orientations, means, aind ends as 
aspects of effectiveness, there is evidence that of the thirty-eight 
(36) significant relationships in the predicted direction, =ost 
are based on effectiveness criteria designating means, The 
actual number for each shows 16 for means, 13 for ends aind 9 for 
orientation items. The two items which were significant in the 
opposite direction are items suggesting ends as intervening 
concepts, one each under integration and latency. The item 
under latency, employee turnover, is a logically ejpected rela­
tionship in terms of organizational effectiveness. The 80 non­
significant relationships consist of 33 effectiveness items 
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suggesting orientation, eight suggesting means, and 39 sug­
gesting ends. Thus, most of the significant findings in the 
predicted direction are based on relationships between selected 
social processes and criteria of effectiveness where means are 
considered as intervening concepts. 
Despite the inconsistencies noted, findings showed re­
cruitment selectivity, socialization, and communication to be 
most consistently and significantly related to adaptation. 
However, when the two separate dimensions of each independent 
concept were considered, a different pattern was observed. 
For instance, the socialization of mauiagers was most highly 
related to items measuring goal attainment, whereas the social­
ization of employees was most highly related to items measur­
ing adaptation. More noticeable was the fact that the means 
of communication were significantly correlated with all items 
measuring adaptation, two of the six items measuring goal at­
tainment, and two of the five items measuring integration. 
It was not related to any of the items measuring latency. On 
the other hand, the amount of communication was not related to 
any of the twenty (20) items measuring effectiveness in the 
predicted direction. In one instance (community satisfaction), 
a significant negative relationship was observed. This suggests 
that, in farmer cooperatives, the means of communication may 
be just as important as the amount of communication. Based on 
single items of effectiveness, the criteria used to select 
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mamagers were most highly related to means of adapting to the 
environment and risk orientations and the perceptions managers 
have of themselves were most highly related to the ability to 
maJke and implement decisions emd the general orgeinization of 
the cooperatives. Socialization experiences of managers were 
significantly related to the ratio of average sales to average 
net operating revenue, position satisfaction, job satisfaction, 
ratio of savings to fixed assets, and average net savings; 
whereas the socialization of employees was significantly related 
to the ability of managers to maJke and implement major decisions, 
managers' orientations toward progressivism and traditionalism, 
ratio of average sales to average net operating revenue, the 
general organization of the firms, organizational budget use, 
positive attitudes managers had toward meains of increasing 
employee production, means of adapting to the external environ­
ment, and risk orientations of managers^ The means of communi= 
cation were most highly related to meams of adapting to the 
external environment, the ratio of average sales to average 
net operating revenue, the general organization of the firm, 
budget use, and satisfaction with authority. 
So far as the relationships between dependent concepts 
are concerned, there is evidence that farmer cooperatives need 
to devote additional attention to the internal problems of inte­
gration and latency. 
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In conclusion, interest in the evaluative aspects of for­
mal organizations is likely to intensify in the foreseeable 
future. Recently, increased attention has been given to the 
relationship between orgaaiizations and their environments. New 
conceptual frameworks have been e>ç)lored by an increasing number 
of theorists and researchers. More and more, social scientists 
agree that to restrict the evaluation of effectiveness to the 
achievement of officially stated organizational goals is to 
obscure other vital aspects of the orgajiization. The recog­
nition of official goals is necessary but not sufficient for 
an unbiased assessment of organizational effectiveness. For 
most formal organizations, the topic of organizational effec­
tiveness is too complex to be treated as a unitary phenomenon 
(Friedlander and Pickle, 1968:292). With more empirical re­
search, many of the present inconsistencies and problems en­
countered in the ev3.1uation of organizational effectiveness 
will be minimized and, in some instances, resolved. 
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APPENDIX A 
The questions that follow the instructions below are those 
selected from the original instrument. The question numbers 
remain unchanged, but variable numbers refer to those used in 
this dissertation. 
CONFIDENTIAL 
Dealer Study - Pretest 
Project No. 1626 
Iowa State University 
July - August, 1966 
Schedule Number 
Interviewer's Naune 
Date 
Hello! My name is . I'm represent­
ing the Iowa State University Agricultural Experiment Station in 
Ames which is conducting a research study of Iowa farmer cooper­
atives. In the early phases of this project you were inter­
viewed about the goals ox the cooperative and received a package 
of materials to complete and return to Ames» We have greatly 
appreciated your cooperation thus far in the study. The inter­
viewer in June as well as the letter from Mr. Pepper pointed out 
that the final phase would be an interview in July. In this in­
terview, we will cover management areas emd business activities 
which were not covered earlier. Your assistance in this phase 
and earlier phases will meike am ingaortant contribution to this 
research effort. 
In this phase, we are interested in your opinions emd ideas as 
am individual mauiager about business management and business 
activities. As in the previous phases, all information you 
give us will be treated as strictly confidential aind will never 
be identified with your najne. 
May I take time now to interview you? If not, may we set up 
am appointment which would be convenient for you? 
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^Record of calls — to be used for each call mad^/ 
Date Time Results amd Suggestions 
1st call 
2nd call 
3rd call 
(If you failed to complete amy or part of the interview, state 
reason here) 
Please turn to CARD 13o 
SELECTIVITY I 
Var. # 
404= 
187 = 
056 
Question # 
59 When pricing products aind services several factors must be taken 
into account « Under certain conditions it may be wise to main­
tain a wide margin even at the sacrifice of sales volume while 
in other instances it would be better to maintain a smaller 
margin to get increased sales volume. 
For each situation, please state whether you would maintain a 
large margin with the possibility of decreasing the volume, or 
maintain a small margin with the possibility of increasing the 
volume. 
^Encircle One/ 
L 
L 
L 
L 
L 
S 
S 
S 
S 
S 
1« Brand handled recognized by customers as 
superior to that of competitors. 
2o Extra services wanted by customers cannot 
be (or are not) provided. 
3. Many other dealers in the trade area have 
full competitive lines, 
4. An aggressive sales and merchandising pro-
graim is maintained. 
So Many expenses are fixed so that total per 
unit handling costs decrease sharply as 
volume increases, 
6, Increased sales of this line have little 
value for increasing sales of other lines 
handled. 
w 
w 
w 
Please turn to CARD 14. 
Var, ft Question # 
057 60 Will you please give me an interpretation of the status of this 
business as represented on these financial sheets? 
058 61 What additional information do you need to take full advantage 
of these statements? 
059 63 What do you feel are the main purposes of financial stcitements? 
057 196 How many years; of formal education have you completed? 
(Encircle appropriate number) 
8 or less 9 10 11 12 13 14 15 16 17 18 19 20 
Elementary High School College Beyond BA or BS 
Code actual number of years in school 
SELECTIVITY II 
405= 
089 B9 How do you feel about your self-confidence? 
a. I am very confident of myself in any phase of 
activity. 1 
b. I am quite confident of myself in most phases 
of activity <, 2 
c. I have quite a bit of self-confidence about my 
intellectual ability, but I am not as self-
confident about my social abilities ... 3 
d. I have quite a bit of self-confidence about my 
social ability, but I am not as self-confident 
about my intellectual ability 4 
w 
Var tt # Question # 
e. ] lack some self-confidence in both intellec­
tual eind social activities « « 5 
(Recoded in this dissertation) 
090 B1 How would you rank yourself as a raeinager? 
a. in the top 5% ». 1 
bo in the upper 50% 2 
c. in the upper 50% 3 
d. i n the lower 50% « « . 4 
e. don ' t know « .. « 5 
(Recoded in this dissertation) 
SOCIALIZATION I 
Var. 
402= 
141 and 
to (jj 
142 204 Have you had <uiy specialized training in amy of your major 
product lines or in raeinageraent itself, during the past 2 
years? (Specialized training includes workshops, short 
courses, training schools, refresher courses, conferences, 
etc. ) 
NO « 1 
YES 2 
205 /IF Y1ÎS TO QUESTION 204/ 
Using 8 hour day equivalents, how many days training have you 
received on each of your product lines during the last 2 years? 
Var. # Question # 
081 209 
080 208 
403= 
143 206 
016 89 
Line Yes 
Chemical 2 
Feed 2 
Fertilizer 2 
Lumber 2 
Machinery 2 
Management 2 
Petroleum 2 
Seed 2 
Amount 
No of Training 
How long have you had full responsibility for the management of 
a business? 
Years 
M 
w 
How long have you been the maaiager of this business? 
Y ears 
SOCIALIZATION II 
(In terms of (questions 204 and 205): 
Have your department heads or key employees had any of this 
training? 
NO 1 
YES, 2 
What methods are used to train and develop your employees? 
Please explain each of these. 
Are you grooming someone who could fill a manager's role in the 
not-too-disteint future? 
NO ol 
YES 2 
COMMUNICATION I 
Which of these statements best describes the way you feel about 
key employee relationships with patron members? 
a. they have a responsibility to keep themselves well 
informed and make recommendations on all our major 
product lines ••4 
b. they have a responsibility to pass on only that 
information about our major product lines which is 
requested by the customer .3 
c. they should be extremely cautious in majcing recom­
mendations about any major product line since a 
poor recommendation could result in a loss of cus­
tomers, 2 
d. they should provide the products requested by cus­
tomers, but should make no recommendations about 
their use 1 
*As you think of merchandising your products, do you classify 
your farmer customers into different groups and use different 
selling approaches on them? 
(IF YES TO QUESTION 29): 
*You mentioned classifying. What are the major factors you taike 
into consideration in classifying them? 
*Most businesses attempt to create a favorable image with their 
customers. What are the essential features or ingredients in th 
image you are trying to create for this business? 
How is information in your business communicated from you to you 
employees? 
COMMUNICATION II 
How closely do you associate with your employees on the job? 
a. I deliberately keep my distemce « . . o 1 
bo I interact with them only wh(5n necessary to get the 
job done 2 
c. I interact with them fairly often on em impersonal 
basis I. . « . 3 
d. I interact with them often on a personal basis 4 
ADAPTATION I 
How do you protect yourself against market price changes on 
products and £;upplies in inventory? 
On what basis do you select your wholesale sources aind outlets? 
Have you ever used the field representatives of wholesale com­
panies to assist you in this business? Include such things as: 
financial assistance, technical information, rental equipment, 
Var. # Question # 
resale help, pamphlets and bulletins, financing on credit 
for customers, pricing policy, etc. 
NO 1 
YES .2 
Please turn to CARD 16. 
002 67 In making a major decision, which of the statements on CARD 16 
best describes the methods you use in evaluating alternatives? 
a. rely solely on managerial judgment in making most 
decisions <><>1 
bo work out potential profits (expected sales and ex­
penses) but do not have detailed records which can 
be used as a base. 2 
Co work out potential profits (expected sales and ex- g" 
penses) from records mentally, oo3 
do work out potential profits (expected sales emd ex­
penses) from records on paper,.» 4 
003 72 Have you given any consideration to probable future sales 
trends in your trade area? 
NO..... 1 
YES 2 
409**= ADAPTATION IV 
072 
073 
Question » ADAPTAIION I 
003 73 (IF YES TO QUESTION 72): 
Which of the statements on CARD 5 best describes the methods 
you used? 
a. made projections on the basis of personal judgment 
based on day-to-day knowledge of business potential....o1 
b. worked out potential sales on paper or mentally by 
using some of the available sales records in my 
business 2 
c. worked out mentally the potential sales using 
business records and other available data.. ...3 
d. worked out on paper the potential sales using 
business records and other available data 4 
to 
w 
g 
INTEGRATION I 
What factors do you take into consideration in msiking decisions 
concerning how your business is organized into departments and 
functions, (Include decisions such as those concerning functions 
to be performed and departments to have,) 
What methods do you use to determine the number cuid qualifications 
of the employees needed in your business firm? 
How do you determine the responsibilities and work loads of each of 
your employees? 
Does your cooperative have a written organization chart? 
e i O « o e * « o o o  1 
2 
INTEGRATION II 
Do you prepare; a budget for your next operating year? 
NO. 
YES o # # $ * # $ o o o  
1 
2 
Do you compare actual results to your budget? 
NO. 
YES o o 2  
INTEGRATION IV 
Var. # Question # 
414= INTEGRATION V 
085 212 
086 213 
415= 
184= 
In addition to yourself, how many people do you employ at the 
present time? 
How many people have you hired in the past year as replacements 
for employees v/ho are no longer employed here? 
LATENCY I 
Please turn to CARD 8, 
The next set of statements regards employee practices about which ^ 
managers have varying opinions. We would like to have your opin­
ions about these statements. Using the categories on CARD 8, please 
indicate simply whether you agree with the statement or whether you 
disagree with it. After you have made this decision, please indi­
cate how certain you are about this choice by choosing one of the 
numbers from 1 to 5. Number one (1) indicates you are only slightly 
certain while number five (5) indicates you are very certain » Num­
bers 2, 3, or 4 may better describe your position. When this is the 
case just indicate the appropriate number. 
In this series of statements think of each statement as preceded 
by the phrase "Employee production can be increased by.,.". 
*/Interviewer: Read each statement to the respondent. Ask him 
if he agrees or disagrees with the statement aind then have him give 
you a number to indicate the intensity of his feelings. Encircle 
Var. # Question # 
the appropriate code. If the respondent refuses to emswer or 
will not give an opinion, encircle both "A" axid "D". Remind 
respondent occasionally of the lead in to the stateraent_^/ 
099 15 Employee production can be increased by period- A 
ically informing employees of their progress on 12 3 4 5 
their jobs, D 
100 18 «..consulting employees on decisions that A 
affect them. 12 3 4 
D 
101 19 ...seeing that employees feel that they are A 
doing something important. 12 3 4 5 
D ^ 
104 26 ...putting as much challenge into jobs as is A 
possible, 12 3 4 5 
D 
105 27 .0.being interested in the personal well- A 
being of your employees. 12 3 4 5 
D 
107 Employee production cam be increased by inform­
ing workers when a change is coming up that 
will affect their jobs. 
A 
1 2 3 4 5 
D 
Var. # Question # 
108 30 ...telling employees why their work is important, A 
1 2 3 4 5 
D 
416= LATENCY II 
185 
102 23 ...criticizing employees in public so they can A 
be taught a lejison» 1 2 3 4 5 
D 
103 25 ...doing delegated tasks yourself when they A 
have not been completed. 12 3 4 5 
D 
106 28 ...punishing employees for mistakes instead A 
of rewarding them for superior achievement. 12 3 4 5 
D 
109 33 ...telling employees that they're doing good A 
whether they are or not. 1 2  3  4  5  
D 
417= LATENCY III 
178 Please turn to CARD 29, 
to 
to 
We would now like to talk with you about your satisfaction with 
various aspectof your position. For each aspect of your job 
LATENCY III (continued) 
that I read to you, indicate whether you are Satisfied or Dis­
satisfied. Then indicate how strongly satisfied or dissatis­
fied you are by giving me a number from 1 to 5. Number 5 indi­
cates a very great degree of satisfaction or dissatisfaction 
while number 1 indicates very slight amounts of satisfaction. 
*(Interviewer: In each case encircle the appropriate code. Be 
sure there are two circles for each item). 
slight strong 
How satisfied .ire you with the authority you have S 
been given by your boaird of directors to do your 1 2 3 4 5 
job? D 
How satisfied are you with the amount of author- S 
ity you are given for the tasks you are expected 1 
to perform? D 
After I read each statement, using the categories on CARD 40 please 
indicate whether you agree with the statement or disagree with it. 
Then indicate a number which best describes how strongly you feel 
about the statement. 
*/^nterviewer: Encircle the appropriate code. If the respondent 
refuses W ans.wer or will not give an opinion, encircle both "A" 
and "D"_j/ 
slight strong 
My board of directors puts too many restric- A 
tions on me as; the manager. 1 2 3 4 5 
D 
Var. # Question # 
LATENCY III (continued) 
111 
113 
115 
116 
418= 
179 
061 
065 
185 
187 
189 
190 
145 
149 
The board usually gives me sufficient freedom 
to do ray job well. 
The board of directors makes some decisions 
that I should make. 
My board of directors really lets me run this 
business as I want to. 
My board of diirectors is actually quite 
competent « 
LATENCY IV 
How satisfied are you with your present posi­
tion when you compare it to similar manage­
rial positions in the state? 
How satisfied are you with the amount of time 
which you must devote to your job? 
slight strong 
1 2 3 4 5 
1 2 3 4 5 
D 
1 2 3 4 5 
A 
D 
1 2 3 4 5 
slight strong 
1 2 3 4 5 
D 
1 2 3 4 5 
Var. ft Question # 
LATENCY IV (continued) 
slight strong 
069 153 How satisfied are you with the level of chal- S 
lenge and responsibility you are faced with in 12 3 4 5 
your present position? D 
419= LATENCY V 
181 = 
066 150 How satisfied are you with the amount of inter- S 
est shown by the community in its cooperative? 12 3 4 5 
D 
— to 
063 147 How satisfied are you that the people of your S 
community give proper recognition to your 12 3 4 5 
work as a manager of a cooperative? D 
421= GOAL ATTAINMENT II 
093 92 What is the extent to which your employees can influence the goals, 
methods and activities of their jobs? How much influence do they 
have? 
a. no influence »1 
b. little influence .2 
c. moderate influence «3 
d. a great deal of influence o4 
GOAL ATTAINMENT III 
In the next series of questions we would like to talk about some 
of your management activities. There are no right or wrong answers. 
We are interested only in the way you actually perform your job. 
In making a major decision, what steps or processes do you go through 
Once a major decision to make a change has been made, what are some 
of the things you would do to insure that the implementation of this 
decision will be successful? Include planning for change, and plan­
ning for the period after the chsmge has been made. 
GOAL ATTAINMENT IV 
GOAL ATTAINMIÎNT V 
GOAL ATTAINMENT VI 
Please turn to CARD 29. 
We would now like to talk with you about your satisfaction with 
various aspects of your position. For each aspect of your job 
Var. # Question # 
that I read to you, indicate whether you are Satisfied or Dis­
satisfied. Thdi indicate how strongly satisfied or dissatisfied 
you are by giving me a number from 1 to 5. Number 5 indicates a 
very great degiree of satisfaction or dissatisfaction while number 
1 indicates veiry slight aunounts of satisfaction or dissatisfaction, 
*^Intei:viewer: In each case encircle the_appropriate code. Be 
sure there are two circles for each item_j_/ 
slight strong 
062 146 How satisfied are you with the progress that you S 
are medcing toward the goals which you set for 1 2 3 4 5 
yourself in your present position? D 
067 151 How satisfied are you with your present job S 
when you consider the expectations you had when 1 2 3 4 5 
you took the job? D 
068 152 How satisfied are you with the work that you do 
as the manager of a cooperative? 
S 
1 2 3 4 5 
D 
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APPENDIX B 
The statements that follow below are those actually 
selected for smalysis in this dissertation. Question numbers 
are unchanged, but variable numbers are those used in this dis­
sertation o 
SECTION 2 
Instructions 
On the following twelve pages are a number of statements 
about business management « We are interested in your feelings 
or opinions about each statement. You will probably agree with 
some of these statements. That is, some statements will express 
your own opinions or feelings about managing. Other statements 
will express feelings opposite to yours. 
After you have read each statement, please circle the "A" 
(agree) if you agree with the statement or the "D" (disagree) 
if you disagree with the statement. Once you have made this 
decision, please indicate how strongly you agree or disagree 
with the statements by circling ens of the nusibers which appears 
to the right of each statement. If it really doesn't make 
much difference to you if you agree or disagree with the state­
ment, circle 1. If you very strongly agree or disagree with the 
statement, circle 5, For some statements, the numbers 2, 3, or 
4 may better describe how strongly you agree or disagree with the 
statement. When this is the case, circle the appropriate number. 
For example, consider the statement: ________________ 
A 
All men are created equal. 12 3 4 5 
D 
Do you agree or disagree with this statement? Circle "A" 
("D"), How strongly do you agree (disagree)with this statement? 
Circle the appropriate number. 
Please be sure to circle both a letter and a number after 
each statement, unless you are completely undecided whether you 
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agree or disagree with the statement. In that case, circle 
both "A" and "D", but do not circle any of the numbers. This 
response indicates that you neither agree nor disagree with 
the statement. 
These statements are in no way designed to be a test. 
There are no right or wrong answers to the statements. The 
answers which will be most helpful to this research project 
are the ones which best reflect your own feelings about each 
of the statements. 
Var. # Question # 
407= 
134= 
041 146 
042 107 
043 158 
044 48 
045 125 
046 96 
ADAPTATION II 
It is more important for managers to mcUce A 
decisions on tho basis of past ejqserience and 1 2 3 4 5 
rules of thumb than to try to find new ways of D 
doing things. 
New ideas in managing are all right but I don't A 
use very many of. them, 1 2 3 4 5 
D 
Before trying any new practice or idea, it is A 
pretty wise to wait aind see how it is working 1 2 3 4 5 ^ 
out for some of the other businesses, D ^ 
Many managers .'jpend too much time trying to A 
think through alternate ways of doing a job 12 3 4 5 
rather than going ahead and doing the job the D 
way they already know. 
A manager really ccui't afford to experiment A 
with different ideas in the business. 12 3 4 5 
D 
A manager is better off to continue traditional A 
management practices since many of the new- 12 3 4 5 
fangled ideas are not suited to his business D 
operation. 
Var. # Question # 
ADAPTATION II (continued) 
047 122 In deciding about meiking chainges in his business, 
a manager's first consideration should be "is it 
profitable." 
A 
D 
1 2 3 4 5 
048 138 It is more important for the dealer to meike 
decisions on the basis of past personal exper­
ience than to try to find out new ways to do 
A 
D 
1 2 3 4 5 
things. 
049 68 A manager's willingness to spend some time 
assisting with day to day operations, such as 
with the grinding operation, is more important 
A 
D 
1 2 3 4 5 
in a successful business than all the new ideas 
he reads or hears about. 
050 154 The best way to solve problems is to dig in and 
work on them immediately instead of wasting time 
trying to think of better or easier solutions 
A 
D 
1 2 3 4 5 
135= 
051 77 A manager should never borrow large sums of 
money fox operating capital. 
A 
D 
1 2 3 4 5 
052 21 A manager's most important asset is a "strong 
back." 
A 
1 2 3 4 5 
D 
Var. # Question # 
ADAPTATION II (continued) 
053 35 If I had a choice I would rather work with ray A 
hands than read a book. 1 2 3 4 5 
D 
408= ADAPTATION III 
054 33 The raa;nager who gets ahead fastest is the one A 
who sticks to the old proven ways of doing 12 3 4 5 
things. D 
133= 
033 10 I regard myself as the kind of person who is 
willing to tak& a few more risks than the 
average memager 
A 
D 
1 2 3 4 5 
034 159 I would rather take more of a chamce on making 
a big profit than to be content with a smaller 
but less risky profit. 
A 
D 
1 2 3 4 5 
035 85 Those memagers who have made the greatest 
financial success have been willing to deviate 
from what the customers considered to be right. 
A 
D 
1 2 3 4 5 
036 160 It's good for a manager to take risks when he 
knows his chance of success is fairly high. 
A 
D 
1 2 3 4 5 
Var• # Question # 
ADAPTATION III (continued) 
A 037 54 A manager must be willing to take a great number 
of risks to stay in business. 12 3 4 5 
D 
038 98 Most managers are becoming so oriented toward A 
making money, they don't have time to enjoy life. 12 3 4 5 
D 
039 113 A co-op manager can be successful even if his A 
member-patrons are somewhat unhappy with his 12 3 4 3 
business practices» D 
040 40 A manager must be willing to take a great number A 
of risks to get ahead» 12 3 4 5 w 
D w 
412= INTEGRATION III 
132= 
023 103 Having the freedom to make up my own mind is, A 
to me, one of l;)ie major advemtages in manage- 1 2 3 4 5 
ment. D 
024 114 Perhaps; the greatest reward in a management A 
position is the opportunity to meike your own 1 2 3 4 5 
decisions. D 
INTEGRATION III (continued) 
I don't like to feel obligated to other people. 
I feel the manager who has proven his financial 
ability should be given a strong voice in his 
community. 
One of the best ways to get ahead financially is 
to be independent in your decision malcing. 
In the long run, a mauiager is better off to 
establish a pattern and stick with it rather 
than to continually change his business 
operation. 
One of the best single indicators of whether or 
not a man will make a good manager is his own 
decisions. 
A person should always be master of his own fate 
For the most part an individual should "go it 
alone" amd make his own decisions. 
One of parents' greatest obligations is to teach 
their children to make decisions on their own un 
influenced by what others may say or do. 
Var o # Question # 
420= GOAL ATTAINMENT I 
131= 
019 94 The greatest satisfaction in being a manager comes A 
in running a highly profitable business. 12 3 4 5 
D 
020 56 The most successful memager is the one who makes A 
the most profit for his business, 12 3 4 5 
D 
021 36 The only real goal in msjiaging is to maximize A 
business profits, 12 3 4 5 
D 
022 67 The manager's most important objective should be A ui 
to make the business profitable» 12 3 4 5 
D 
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APPENDIX C 
Judges' instructions for questions scored by the certainty method» 
On the following pages are the responses made by general 
managers of Iowa Farmer Cooperatives to the question: "Most 
businesses attempt to create a favorable image with their 
customers. What are the essential features or ingredients 
in the image you are trying to create for this business?" 
It is assumed that you have or will formulate a standard 
of raaunagerial performance which would enable you to differ­
entiate adequate performajnce from inadequate performanceo The 
adequacy of performance is to be considered in terms of its 
leading to successful creation of a favorable aund effective 
image in the minds of customers. Read the response of each 
manager and form a judgment as to whether his methods and 
techniques (his performance) in this area are adequate or in­
adequate. Compare your judgment for each general maaiager 
with your standard. If you believe that the response given 
by the manager indicates his procedures most certainly would 
lead to highly inadequate performance of the function indi­
cated, place a the individual's response. The continuum 
with which you are working is one of certainty. The more cer­
tain you are that a response indicates a manager's procedures 
are on the adequate performance side of the midpoint (50), the 
greater the number you assign to the response. The more cer­
tain you are a response indicates a manager's procedures are 
on the inadequate peiformance side of the midpoint, tne smaller 
the number you assign to the response. A score of 50 indicates 
you Ccinnot decide. Feel free to use any number from 1 to 99 
that best expresses your belief. 
Most 
Certainly 
1 10 20 
Would lead to 
highly inadequate 
performance 
30 40 50 60 
Undecided 
Most 
Certainly 
70 80 90 99 
Would lead 
to highly 
adequate 
performance 
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APPENDIX D 
STANDARD ERRORS, STANDARD DEVIATIONS AND 
Z SCORE RANGES FOR MAJOR VARIABLES % 
Variable 
No. Concept 
Z Score 
Minimum 
Range 
Maximum S.E. S.D. 
400 Means of Communication -6.805 5.945 0.269 2.440 
401 Amount of Communication -1.256 6.328 0.110 1.000 
402 Socialization of Manage): s (Mean s ) -3.784 12.820 0.289 2.621 
403 Socialization of Employees(Meeins) -5.004 5.300 0.229 2.070 
404 Selectivity(Ability) -4.298 3.818 0.176 1.597 
405 Selectivity(Perceptions) -3.372 2.874 0.163 1.472 
406 Adaptation(Means) -7.585 9,137 0.352 3.190 
407 Adaptation(Orientation) -7.388 4.554 0,187 1.689 
408 Adaptation II (Orientation) -2.309 2.420 0.110 1.000 
409 Adaptation (Ends) -2.453 12.088 0.216 1.959 
410 Integraition I (Organizing ) -4.660 10.210 0.288 2.612 
411 Integration II(Organizing) -1.223 4.110 0.204 1.849 
412 Integration(Orientation) -3.844 2.418 0.110 1.000 
^The theoretical mean is zero. 
Variable 
No. Concept 
413 Integration(Ends) 
414 Integration(&nployee turnover) 
415 Latency I(Orientation) 
416 Latency II(Orientation) 
417 Latency (Means) 
418 Latency(Ends I) 
419 Latency(Ends II) 
420 Goal Attainment(Orientâtion I) 
421 Goal Attainment(Orientât ion II) 
422 Goal Attainment(Means) 
423 Goal Attainment(Ends I) 
424 Goal Attainment(Ends II) 
425 Goal Attainment ( Ends II]-) 
Z Score Range 
Minimum Maximum S, E, S,D» 
-1.626 3.406 0.110 0.922 
-1.067 3.740 0.110 0.999 
-2.293 1.698 0.110 1.000 
-1.044 4,719 0.110 1.000 
-3.228 1.704 0.110 1.000 
-2.759 1.958 0.110 1.000 u 
o 
-2.768 2.044 0.110 1.000 
-2.356 2.139 0.110 1.000 
-2.854 0.803 0.110 0.990 
-5.127 3.632 0.171 1.545 
-4.429 7.172 0.212 1.916 
-1.440 4,949 0.110 1.000 
-1.530 1.671 0.084 0.757 
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AfKtiNUxX t 
407 
408 
409 
410 
411 
412 
413 
414 
415 
416 
417 
MULTIPLE R AND R-SQUARE VALUES FOR REGRESSION VARIABLES WITH 
THE ORDER OF FIT BEING VAR. 400 TO VAR. 405, RESPECTIVELY 
400 
Communication I 
401 
Communication II 
402 
Socialization I 
Mult, R 
.452 
.271 
.394 
.406 
.531 
.458 
.091 
.133 
.226 
.156 
,104 
.165 
R-Square 
.204 
.073 
.155 
.166 
.282 
.210 
.008 
.018 
,051 
.024 
.011 
.027 
Mult, R 
,453 
.276 
.395 
,412 
.531 
.467 
.104 
.168 
.242 
.168 
.127 
.183 
R-Square 
.205 
.076 
.156 
.170 
.283 
,218 
.011 
.028 
.058 
,028 
,016 
.033 
Mult. R 
.466 
.277 
,401 
,503 
.532 
.475 
.105 
.168 
„250 
.186 
.165 
.187 
R-Square 
.217 
,076 
.161 
.253 
.283 
.226 
,011 
,028 
,062 
.035 
.027 
,035 
to 
H 
400 
Communication I 
Mult» R R-Square 
418 .097 .010 
419 o064 .004 
420 ,093 .009 
421 ,064 .007 
422 .323 .104 
423 .025 .001 
424 .240 .057 
425 .034 .001 
401 402 
Communication II Socialization I 
Mult a R R-Squajre Mult. R R-Square 
.135 .018 .303 .092 
.214 .046 .247 .061 
.094 .009 .097 .009 
,184 ,034 ,191 .037 
.352 ,124 .377 .142 
.056 ,003 .350 .123 
,245 .060 ,521 ,271 
,172 .030 ,262 .069 
408 
409 
410 
411 
412 
413 
414 
415 
416 
417 
418 
403 
Socialization II 
404 
Selectivity I 
405 
Selectivity II 
Mult. R 
.507 
.401 
.408 
.523 
.578 
.520 
.113 
.210 
.297 
.325 
.193 
.220 
.320 
R-Square 
.257 
.161 
,166 
.273 
,334 
.270 
.013 
.044 
.088 
,106 
.037 
.048 
.102 
Mult, 
.528 
.445 
.475 
.539 
,578 
.530 
.113 
.214 
,315 
.339 
,194 
.248 
.336 
R-Square 
.279 
.198 
.225 
.291 
.334 
.280 
,013 
.046 
.099 
,115 
.038 
.061 
.113 
Mult. R 
.534 
,446 
.484 
.561 
,605 
,547 
.114 
.227 
.320 
.339 
,215 
.250 
.403 
R-Square 
.285 
,199 
.234 
,314 
.367 
.299 
.013 
.051 
,103 
,115 
.046 
,062 
.163 
w 
o\ 
w 
4-33 
Socialization II 
Mult. R R-Square 
419 .251 .063 
420 .118 .014 
421 .286 .081 
422 .436 ,190 
423 .366 .134 
424 .521 .272 
425 .286 .082 
404 
Selectivity I 
Mult, R 
.253 
.217 
.286 
.436 
,467 
.560 
.298 
R-Square 
.064 
.047 
,082 
.190 
.218 
.314 
.089 
405 
Selectivity II 
Mult, R 
.333 
.219 
.309 
.486 
.468 
.566 
.316 
R-Square 
.111 
.048 
.095 
.236 
.219 
.320 
.100 
w 
